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ABSTRACT 


The study reported in this thesis dealt with a 
search for growth stages of organizational structures of 
publicly-supported community colleges in the Province of 
Alberta, Canada. In addition, it assessed the applicability 
of the methodology of the Aston studies for obtaining and 
analyzing time-series data. 

The search for growth stages was guided by the 
Suggestion that the seven groups of organizational structure 
forming the cross-sectionally-derived Aston taxonomy might 
be found as growth stages in the structural development of 
one kind of organization. Such a finding could substantiate 
the developmental implications of this taxonomy. The 
developmental dimension was also suggested by the similari- 
ties between a conceptually-defined growth model and the 
Aston taxonomy when the model and the taxonomy were examined 
on the basis of Smith's diachronic theory of Logical Priority. 
The structural variables used to describe growth stages were 
the Aston structural variables as modified for colleges by 
Newberry. Each of five colleges was described in terms of 
these structural variables, as well as those of size and age, 
at yearly intervals from the first operating year to 1971. 

The study concluded that in their early years 
colleges were relatively unspecialized and unstructured, were 


somewhat decentralized and had a small degree of autonomy. 
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In their later years they were generally highly specialized 
and structured, were highly decentralized and had consider- 
able autonomy. All colleges showed progressively "taller" 
configurations, i.e., had reduced administrative spans of 
control and higher proportions of administrators, as they 
aerew older. Three structural factors, Structuring of 
Activities, Dispersion of Authority, and Supervisory Emphasis, 
were found to underly the structural variables. The first 
two were similar to the Aston factors of Structuring of 
Activities and Concentration of Authority. On the basis 
of the first two factors ten growth stages were found of 
which five were main stages, and five were relatively 
stable minor stages. The five main stages were found to 
be similar to the four main Aston taxa and also to the four 
Main stages of the growth model; they also occurred in the 
same order as in the Aston taxonomy and in the growth model. 

The study concluded that colleges, as formal 

Organizations, showed certain identifiable growth stages, 
and that these growth stages were similar to certain 
taxonomic taxa thus verifying the developmental implications 
of that taxonomy. It also concluded that the Aston method- 
ology was appropriate for obtaining and analyzing time-series 


data relative to college growth stages. 
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Chapter l 


INTRODUCTION 


This study examined the structural development 
of publicly-supported community colleges in the Province 
' of Alberta, Canada. These colleges were viewed as one kind 
of complex and formal organization. This study was also 
concerned with the applicability of a specific methodology 
for examining structural changes in formal organizations. 
Thus, the main features in this study were the structural 
characteristics of one type of organization, organizational 
growth expressed through changes in structural dimensions, 
and the methodological problem of how structural change can 
be examined. 

Many scholars of human organization, from Weber to 
Simon, have noted the historical progression of states of 
organized human activities. This progression has been from 
primitive, sacred, relatively non-specialized states to 
complex, secular, contractual, highly specialized states. 
Scholars have also been interested in the growth and develop- 
ment of individual organizations. They have observed a 
similar progression from simple, relatively non-specialized 
states, heavily influenced by an individual or a small group, 
to extremely complex, highly specialized, contractual states, 
institutionalized by charter and policy. 


Scholars have also identified, isolated and studied 
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an increasing number of dimensions of formal organizations. 
In the late nineteenth and early twentieth centuries 
Organizational research dealt with control, coordination, 
production, and technology mechanisms. The dimensions of 
communications, interpersonal relationships, decision-making, 
and leadership, and personnel activities not formally provided 
for by the organization were added in the nineteen twenties 
and thirties. The dimensions of goals, policies and environ- 
mental factors, such as inter-organizational dependencies and 
socio-political-economic influences, have been introduced in 
the last thirty years. In addition, organizational processes 
have been recognized to have both rational and non-rational 
dimensions when examined from the organizational level. This 
last recognition appears to have caused researchers to re- 
acknowledge the complex nature of organizations and also to 
consider all organizational characteristics as being multi- 
dimensional. On the one hand, this has resulted in an inter- 
disciplinary approach to the examination of organizational 
phenomena. On the other hand, specific organizational 
phenomena have been placed in sharper focus through more 
precise definition and measurement. 

Several methodologies for operationally defining 
and examining organizations have been developed and have 
made a significant contribution to research on formal 
Organizations. This study utilized one of these method- 
Ologies to define and examine the structures of colleges at 


equidistant points in time, from the inception of each college 
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to the present and in the process evaluated the suitability 
of this methodology. The particular methodology used per- 


mitted both inter- and intra-college comparisons to be made. 


THE STUDY 


Pur pose 


Theoreticians and researchers have observed that the 
time dimension is a vital characteristic of formal organiz- 
ations. They have also emphasized that in-depth studies of 
specific kinds of organizations are required and that 
methodologies should be tested and/or devised to permit 
Such examinations. 

The purposes therefore of this study were (a) to 
describe the structural development of Alberta community 
colleges individually and collectively from the inception of 
each to the end of 1971, and (b) to assess the appropriateness 
of the Aston taxonomy of organizational structures for identi- 


fying stages of structural development. 


Significance 


This study was expected to have significance in two 
areas , organizational theory and methodology, and the 
structural development of colleges as exemplified by those 


in Alberta. 
In the area of organizational theory and methodology 
four contributions could be made. First, the findings could 


demonstrate the feasibility of establishing phyletic 
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taxonomies of organizations as illustrated by the Aston 
taxonomy. Haas et al. (1966) suggested that such taxonomies 
are the basis for predicting change since they identify the 
"stable" conditions of the class to which the organization 
being studied belongs. Second, the findings could describe 
more clearly, using quantitative methods, stages in organ- 
izational development. Wilensky (1967) and Starbuck (1965) 
have observed that there is, at present, no agreement on 
stages of organizational development; if there are stages, 
they have not yet been sufficiently described. Third, this 
study, by identifying and ordering developmental character- 
istics, could provide points of reference on the basis of 
which inter- and intra-organizational comparisons could be 
made. Orton (1955) has observed that such comparisons are 
often extremely difficult to make because of the presence of 
highly specialized and often unique or peculiar character- 
istics. Fourth, this study could contribute towards the 
development of parsimonious methodologies for examining the 
time dimension as an organizational characteristic. Starbuck 
(1965) has observed that studies utilizing only cross- 
sectional data can not differentiate between relatively 
stable organizations and those in transition. 
These four major points were synthesized by 

prarbuck (1965:519=520) . 

. . . The kind of data likely to be most useful [for 

examining organizational growth and development] is 

time-series data on individual organizations. The 


researcher should obtain at least two observations 
of each organization studied and preferably several. 
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This is desirable because one current deficiency is 
the lack of effective classification schemes for 
organizations such that two organizations in the 

Same class can be validly compared as if they were 
two observations of the same organization. Until 
such classification schemes are created cross-section 
studies will be inefficient. At best, they require 
very large samples to establish statistical signifi- 
cance, and at worst, they produce spurious correlations 
due to systematic but unobserved differences among 
organizations. Moreover, the author doubts that 
effective classification schemes will be developed 

in the immediate future. vin. diet hesinterim,.the 
best approach is to work with multiple observations 
of each organization, taking maximum advantage of 
Opportunities to compare each organization with 
itself rather than with other organizations. 

Two main possible contributions could be made to 
the study of the structural development of colleges. First, 
by presenting the structural history of each publicly- 
supported college in Alberta, this study could provide 
governing bodies, administrations and planners with inform- 
ation which may be pertinent to the operations and development 
of existing colleges, and the establishment of new colleges. 
Second, this study could demonstrate that a cross-sectional 
analysis of a group of similar organizations in similar 
environments might suggest certain developmental stages in 


any one organization. 


Limitations and Assumptions 


This study was limited to theoretical and descriptive 
evidence concerning structural dimensions, growth and 
development of formal organizations, and classification 
schemes of organizations. This evidence was derived from 


organizational theory and from the appropriateness of the 
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natural history phyletic taxonomy. 

This study was further limited to the Aston method- 
ology, to the data collection and quantification schedules as 
modified by Newberry (1971), and to the attainment of the 
appropriate records and documents. It was also limited by 
the accuracy and validity of the data. These were collected 
with the realization that interview data may be perceptually 
based and that documentary data may not describe actual 
functions. The data were ex post facto and were specific 
only to those colleges examined. 

Certain assumptions also limited this study. Each 
college was assumed to be a work organization engaged in 
the formal, non-voluntary production of trained individuals. 
As such it received certain identifiable inputs of materials, 
supplies, information and personnel. Each college also 
functioned under (a) fixed and official jurisdictional areas, 
(b) principles of hierarchy and levels of graded authority, 
and (c) an administration based upon written documents, the 
presence of full-time officers, and general rules and 
regulations. Each college was also assumed to function 
independently of other colleges but under the same enabling 
legislation and the same governance constraints of the 
Alberta Colleges Commission. 

A major methodological assumption was that, for 
comparative purposes, repeated measures of any one organiz-— 
ation would not unduly interfere with the Valigucy Ogee 


observations. 


» emer 3 oitolydg yuoseid tsautem 

-bodjom moxeA sad of botimit redtaut gsw ybute pad - 
2s soluberiog notseoktisnsyp bas ‘noitosifon sisb edt od \weoto 
ott to Ynomatstie stit ot Bas ,(ifel) yrredwe yd beitibonm 
yd besimif coals esw 31 winedtioob bas ebyoos1 sésinqouggs 
batosiios siew sasdT .5355 efit to ytibitev hus yOsIuoDB sdt 
ylisutqso1eg ed yam 636b weivistat stadt noitestiess sft dtiw 


isutss sditveob gon Yem stsb yisinsmuoob tect Bas boesd 





ottiseqa stsw bas otost teog x5 s19w sash -sdt . enobtonu2 
.bonimsxs easpalfoo saent oF yimte 


fosa .ybute aids betimil offs anoisjgmueas misixed 


at Bepspis aoltissinspto Atow 5 od ot bomueas esw spelice 


7 
: 
b 
' 


eleubivibnt bodisxt 30 notdowborq yirsinuloy-non , ise¥ot aa Me Cte 


,elsisegem Xo aduqni eldeiliitasbi oist+s> bevisoss ti doweawAr 
oels speslios dos& .fisnnoe1sq bras nottsmrotat ,esilegue | 
,seea6 Isnortoibeizet [sisitio bas bexit (s) sesbraw bsnoi sony? _ 
wirodtus bebs1p to afevesl bas ydoxwsissid to eelqionrag (ed) 
sit ,ataomucob netzixrw noqu bsasd nottetteinimbs nas (3) bas ; 
BRS sled Isxensp bas ,exevitio smis-Livi ito sonsee3q _ 
noidonut od Bomyzes cals esw spotloo dod ecoitelepet _ 
ee 0 sree vines ate: sits | 





mk 


Delimitations 

This study was restricted to examining age, ten 
structural variables and three size contextual variables 
as substantively and empirically defined by the Aston 
and Newberry studies respectively, and as found in each 
of the five colleges. The data for this examination were 
both quantitative and non-quantitative. This study examined 
non-quantitative data, not incorporated in the variables but 
having perceived significance for the structural develop- 


ment of colleges. 
STRUCTURAL DEVELOPMENT IN ORGANIZATIONS 


All human organizations which are goal-oriented 
perform certain functions and thus are characterized by 
certain processes. The number and kind of these processes 
appears to vary depending upon the level of generality or 
specificity with which the investigator is concerned. 
Nevertheless organizations engage in at least six main types 
of processes; production activities, resource acquisition 
activities, support activities, managerial activities, 
adaptive activities, and activities to legitimate other 
activities. 

The organizational dimension through which such 
processes can be coordinated and controlled to produce 
patterned activity can be called "structure." The patterned 
and controlled nature of structure has been emphasized by 


March and Simon (1958:170), who considered that "Organization 
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structure consists simply of those aspects of the patterns 

of behavior in the organization that are relatively stable 

and that change only Slowly." Weis (1969:59) noted also that 
structure is "the overall system of coordinative relationships 
[which change] only Slowly in the ordinary course of events." 
That stability and rate of change are purely relative terms 
has been recognized by Pugh and Hickson (1968:1);, who stated 
that structure is "regularities in activities such as task 
allocation, supervision and coordination." 

Two main themes basic to a consideration of structure, 
are the inseparability of structure from function, and the 
relative stability of structural dimensions through regul- 
arities in activities. For analytical purposes this study 
separated structure from function, though it acknowledged the 
Katz and Kahn (1966) argument of "function as structure." 

This study has taken advantage of the suggested relatively 
Slow rate of change, occurring in both the dimensions of 
structure and the relationships between structure and 
function, in order to examine organizational growth and 
development. Thus while this study examined structural 
development per se, there was a strong implication that 
Organizational functional development was also being examined. 

This study, like that of Newberry (1971) and Pugh 
et al. (1963), emphasized the following Weberian structural 
dimensions: 

1. Authority structure is the locus of decision-making 


2. Rules regulate and increase the predictability of 
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participant behavior 

3. Standardized procedures routinize recurring activities 

4. Specialized functions define roles and increase the 
quality of the activity 

9. Formalization of recording decisions, rules and orders 
for present and future reference increases Predictability. 
These dimensions have been elaborated in Chapters 2 and 3. 

Concerning the growth and development aspect of 
organizations, most models have suggested three main stages: 
(a) a birth period of high creativity which emphasized 
informal personnel relationships, (b) a youth period in 
which relationships and Original intentions and objectives 
are consolidated and formalized, and (c) a mature period in 
which division of labour is stabilized and decision-making 
is more decentralized. Such a classification demands both a 
search for more than three stages and a more precise descrip- 
tion of stages which are identified. The Aston taxonomy, 
albeit derived from cross-sectional data, suggests that 
there are seven stages. Four of the stages can be considered 
as intermediate to the three first outlined. The Aston 
methodology states that the stages can be both quantita- 
tively and qualitatively described. 

The facts that the Aston taxonomy is a taxonomy of 
organizational structures and not some other organizational 
dimension and that structure has been postulated to be 
relatively stable dictated the direction for this study of 
growth. This study considered that growth could be defined 
in structural terms and could therefore be examined at, at 


least, yearly intervals. If some other, more rapidly 
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10 
changing, organizational dimension was selected too 
define growth, examination might have been required at more 


frequent intervals thus reducing parsimony. 
ALBERTA COLLEGES 


In 1971, there were six post-secondary non-university 
educational institutions in Alberta which offered both Mnaver~ 
Sity transfer programs and one- and two-year diploma programs. 
In addition all six institutions provided students with up- 
grading opportunities, the community with self-development 
and leisure-oriented programs and both groups with counseling 
and guidance services. These six institutions can therefore 
be termed community colleges (Blocker, +1965:33),..) Of these 
Six, namely, Mount Royal College (Calgary), Lethbridge 
Community College (Lethbridge), Red Deer College (Red Deer), 
Medicine Hat College (Medicine Hat), Grande Prairie Regional 
College (Grande Prairie), and Grant MacEwan Community College 
(Edmonton), all but the last had been accepting students for 
at least one year. Thus, the first five formed the popula- 
tion of organizations for this study. Of these five the 
oldest was forty years old and the youngest six years old. 
All colleges were established by provincial government 
legislation, came under The Colleges Act of 1969, and were 
subject to the powers of the Alberta Colleges Commission since 
1969. All five colleges functioned for at least three years 
under The Public Junior Colleges Act of 1958. Each college 


has had a board of governors or trustees appointed from its 
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surrounding community (Alberta Colleges Commission, 1971). 

In addition to the colleges, the Province has three 
universities, two institutes of technology and three agri- 
cultural colleges as publicly-supported post-secondary 
educational institutions. However, colleges were selected 
for this study because of their greater number of similarities, 
their rapid growth potential for future expansion (Newberry, 
1971:6-7), their relative accessibility, and the willingness 


of their chief administrators to participate in this study. 


OUTLINE OF THE STUDY 


The theoretical background and related literature 
will be discussed in Chapters 2 and 3 respectively, under 
the topics of structure, growth and taxonomies. Chapter 3 
will also review the literature pertinent to colleges and 
will present the problems, sub-problems and definitions. In 
Chapter 4 the sources and methods of collecting the data will 
be described as well as the ways by which the data were 
treated. The findings will be presented and discussed in 
Chapters 5, 6 and 7 under the topics of structural and size 
characteristics, structural factors and growth stages, 
respectively. 

In the final chapter the findings will be summarized, 
conclusions and implications developed and presented in the 
form of propositions and directions suggested for further 


research. 
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Chapter 2 
CONCEPTUAL BACKGROUND 


The conceptual framework for this study was based 
on three areas of organization theory. A discussion of the 
conceptual basis of each forms the substance of the present 
chapter. A presentation of empirical research related to 
each is provided in Chapter 3. The first area concerns the 
structural dimensions of formal organizations. The second 
area, entitled Structural Development, includes the concepts 
of growth, development and life cycles. The third area 
incorporates the concerns of systematic classification and 


taxonomy. 
STRUCTURAL DIMENSIONS 


The two dimensions of organizational structure, 
patterned activity and relative stability, introduced in 
Chapter 1, appear to be implicit in the work of Weber and 
to underlie the more recent works on structure. Weber (1947: 
333-334) outlined ten imperatives of bureaucracy which 
described formal organization as arising from an "ideal 
type," or a “conceptual construct" (Rogers, 1969:87). Basic 
to the "ideal type" is the assumption of the rationality of 
social behaviour. This assumption therefore underlies the 


following Weberian imperatives (Weber 1947:329-336): 
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1. Avhighedegree of Specialization arises when 
organizational tasks are assigned as duties to 
various positions. 


2. Positions as offices are organized ina well 
defined hierarchy of authority. 


3. Official actions are governed and controlled by 
a formally established system of regulations and 
rules. 


4. Interpersonal contacts between officials, clients 
and other officials mitigates against personality 
influencing rational judgements. 


5. The organization provides its employees with 
remuneration, full-time employment and career 
opportunities. 

Weber (1952:24) also stated that 

- - . the purely bureaucratic type of administrative 

Organization . . . is, from a purely technical point 

of view, capable of attaining the highest degree of 

efficiency and is in this sense formally the most 

rational known means of carrying out imperative 

control over human beings. It is superior to any 

other form in precision, in stability, in the strin- 

gency of discipline, and in its reliability. 

The Weberian emphasis on rationality and the ensuing 
dimensions of relative stability led to concepts and studies 
of organizations which emphasized, in a partly reactionary 
fashion, the informal, interpersonal and personal dimensions. 
For some students these dimensions were considered as 
dysfunctional aspects of the Weberian description. These 
polar positions have been expressed as mechanistic vs 
Organistic, formal vs informal, structuring vs consideration 
and so on and have been summarized and discussed by Hickson 
(1966). However, the reaction against the Weberian imperatives, 
when these have been used to describe organizations in an 


empirical manner, resulted in an appreciation of the dynamic 


nature of structure. 
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This appreciation was vividly demonstrated by 
Bakke (1959:16-75) whose work formed the conceptual basis 
for the Aston studies. Bakke considered that an organization 
is composed of a charter which includes goals, policies, 
objectives, and symbols; the basic resources of people, 
material, capital, ideas and language; and environmental 
influences. These are operationalized by the organizational 
elements of individual and group behaviour, prescribed 
functions, instruments, support personnel, and stabilizing 
elements. The resulting activities produce a series of bonds 
which are identifiable on the basis of organizational needs. 
Thus activities concerned with (a) the charter form the 
Identification Bond, (b) acquiring, maintaining, distributing 
and transforming resources form the Perpetuation Bond, (c) 
producing and distributing outputs form the Workflow Bond, 

(d) directing, coordinating, and appraising operations form the 
Control Bond and (e) preserving organizational integrity, 

in response to a dynamic environment, form the Homeostatic 
Bond. 

This kind of recognition of the dynamics of structure 
emphasized the patterned nature of activities which, in turn, 
emphasized complexity. Typical of the discussions of organ- 
izational structure is Heydebrand's (1967:69) analysis of 
the Anderson and Warkov study of hospitals. He suggested 
that ". . . functional [structural] complexity, rather than 
size as such, is a crucial determinant of the degree of 


internal bureaucratization." Structural complexity was 
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is 
identified by the following nine variables: total size, 
Size of administrative and clerical staff, diversification 
of major objectives, types of ownership, kinds of external 
controls, managerial-supervisory ratios, degree of func- 
tional specialization, degree of departmental specialization 
and degree of professionalization. Heydebrand concluded 
that, 

Perhaps the most important single conclusion 

from this study is that an understanding of organ- 
izational structure cannot be obtained from the 
correlation of any two characteristics alone. 

- « « it is the complex pattern of their inter- 
relations which constitute the "new reality" of 
Organizational studies (Heydebrand, 1967:70). 

In the opinion of Simon (1965) the physical 
Scientist's continuum of "organized simplicity" to "chaotic 
complexity" is not adequate for describing human organiz- 
ations. Rather, he preferred the term "organized complexity" 
and argued that, 

- complexity frequently takes the form of 

hierarchy and that hierarchical systems have some 

common properties which are independent of their 

specific content (Simon, 1965:64). 
One of the major common properties is an evolutionary process. 
Simon suggested that hierarchic systems will evolve more 
quickly than will non-hierarchic systems of comparable size. 
The basis of this evolution, expressed in structural terms, 
is the presence of stable intermediate forms which are 
themselves hierarchically evolved from simple systems. 


Simon suggested that the limiting factor to the rate of 


evolution is the character of the largest stable form. 
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16 
This discussion of organizational structure has 

suggested that Weberian imperatives are basic to a consider- 
ation of structure, that reactions to bureaucratic imperatives 
have emphasized the dynamic complexity of structure and that 
the consideration of time introduces an evolutionary dimension 
to structure. The complex of changing patterns of organiza- 
tional structures seems to suggest that a study of structure 
is, in large part, a study of the institution at the 
institutional level. Finally, Heydebrand (1967) observed, 
the use of structural variables to study Organization is a 
direct and parsimonious approach since these variables have 
a quantitative character and can be constructed from detailed 


and comprehensive information. 
STRUCTURAL DEVELOPMENT 


Limitations of Analogies 

The underlying frameworks for both the section on 
growth and development and the following section on taxon- 
omies were derived from developments in the fields of biology 
generally and zoology specifically. There are two main 
limitations in using such frameworks for this study. The 
first is that the structure-function question of "which comes 
first," although it resides at the heart of any consideration 
of development and evolution, is not elaborated. However, 
relevant to this discussion is the observation that chance 
structural mutation appears to be as unsatisfactory for 
explaining human social and organizational evolution as it 


is for explaining non-social structural-functional evolution 
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ly}, 

(Bertalanffy, 1968). 

The second limitation of using biological 
conceptual frameworks is that the implied analogies are 
considered at the conceptual and substantive levels only, 
rather than at the empirical and operational levels, and 
thus are subject to the conditions suggested by Young 
(1968:7). He observed that, while analogies refer to simple 
likenesses or partial similarities, they are something more 
than one-to-one structural comparisons since they are 
concerned more with functions than with structures. However, 
he noted that a higher order of analogy is the concept of 
isomorphism. Basic to this concept is the belief that 
important concepts and propositions are generalizable across 
certain systems. 

Similar concerns about the utilization of implied 
or direct analogies based on biological models have been 
raised by Penrose (1952). She noted that three biological 
analogies have been used to examine organizations, namely 
Life Cycle, Natural Selection and Homeostasis. Each has 
been used to seek reasons other than the profit motive for 
organizational survival. Each has contributed ". . . little 
either to the theory of price or to the growth and develop- 
ment of firms" (Penrose, 1952:804). However Penrose (1952: 
806) concluded that, though the life cycle theory is bare, 
hypotheses about the kind of organization and the nature of 
its life cycle are required. She proposed two types of 


analogies, those in which one-to-one relationships are sought 
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18 
and those which are metaphorical. This latter type, she 
suggested, is the most productive of inducing insights. 

Hennig (1950, reported by Simpson, 1961) provided 
a basis: for a metaphorical analogy between the whole organism 
(a holomorph) and an organization. He observed that a 
holomorph has (a) an anatomical (structural) dimension, 
(b) a time (life history) dimension, (c) a functional 
dimension, (a) a geographical (spatial) dimension, (e) a 
geological (historical) dimension, (f) an ecological dimension, 
(g) a behavioral dimension, (h) a population dimension. 

Such similarities between an organization and an 
organism have led Starbuck (1965:483) to conclude that it 
is not an ill-founded procedure to liken a firm to an 
Organism, though if analogies are used or implied their 
validity must be established. 

The discussion on growth and development will 
thus examine briefly several organizational growth models 
with implicit life histories, and relate diachronic theory 


to taxonomic considerations. 


Growth and Development 
Selznick observed that 


Changes in characteristics of organizations may 
occur as a result of many different conditions, not 
always or necessarily related to the processes of 
Organization as such. But the theory of organiz- 
ations must be selective so that explanations of 
transformation will be sought within its own 
assumptions and frame of reference (Selznick, 

2969: 2795) 


To the extent that models of organizational growth 
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indicate the relationships between the dimensions selected 
for defining growth and environmental dimensions, these 
models assume features of theories. Starbuck (1965) 
identified four kinds of models: 
1. The cell division model which focuses on growth 
aS a percentage change in size. 


2. The metamorphosis models which suggest that 


- + + growth is not a smooth, continuous process but 
is marked by abrupt and discrete changes in the con- 
ditions for organizational persistence and in the 
structures appropriate to these conditions (Starbuck, 
1965: 4656) 


3. The will-o'-the wisp models which relate the motives 
of individuals in the organization to increases in 
organizational size, and suggest that growth is a 
process of pursuing opportunities for advantages 
in good will, increased profit, etc. 

4. The decision-making models which reproduce the 
design of the organization via organizational 
decisions. Starbuck noted that, although the 
strength of these decision-making models lies in 
their concerns with immediate and unique responses 
to étganizational problems, no model has attempted 
to describe the evolution of the decision-making 
structure’ 

The metamorphosis models (which title is derived 
from the life cycle of certain insects) emphasize the 
response to environmental change and the presence of identi- 


fiable stages. The examples of growth models in Table 2.1 
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aL 
thus seem to be metamorphosis models. However, as Wilensky 
(1967:82) has indicated, ". . . little is known about the 
growth of organization and there is hence no agreement on 
‘stages of growth'." 

The stages identified in Table 2.1 arise from 
longitudinal analyses of small samples of particular types 
of organizations, and were refined by conceptual consider- 
ations. The Starbuck stages represent a synthesis of findings 
from restaurants, retail, manufacturing and transport firms. 
Though more than three stages have been suggested they 
appear to be intermediate stages which are unique either to 
the type of firm or to a specific firm. 

The Perrow (1961) and Chapin and Tsouderous (1955) 
Stages were identified from studies of hospital admini- 
stration and voluntary organizations respectively. In the 
Perrow work the type of leadership group formed the comparison 
basis. In the Chapin and Tsouderous work formalization, 
considered as social structural complexity, prescription of 
activities, and standardization of interpersonal relation- 
ships, formed the basis. 

The Lippit and Schmidt (1967) and Griffith's (1963) 
stages arose from conceptual models, were tested empirically 
and modified accordingly. The Lippit and Schmidt work used 
organizational responses to various types of situationally- 
derived crises as a comparison basis. The Griffith's model 
was a modification of one developed by Thelen from 


observations of developments within the functioning of a 
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group. Griffith tested this on five adult education 
institutions, a public adult evening school, an educational 
foundation, a labour union, a metropolitan Y.M.C.A.)candia 
university correspondence study department. Unlike the other 
models, Griffith's stages I and II were preliminary to the 
operationalization of the organizations. 

An examination of these five models produced the 
following generalizations: 

l. Despite differences in organizational goals and 
charters, formal organizations appear to develop 
through a series of stages. 

2. There appear to be four distinct growth stages, a 
birth period, a youth period, a highly productive 
period, and a mature period. 

3. Stage I is characterized by informal relationships, 
development of goals and objectives, little control, 
slight specialization and standardization, a high 
degree of experimentation, and a tolerant acceptance 
by environmental factors. 

4. Stage II is characterized by a consolidation of 
resources, a reassessment of the original intentions 
and objectives, the establishment of formal relations 
on the basis of a division of labour, a rapid increase 
in size, lengthening of lines for communications, an 
expansion in the number and complexity of activities, 
and a striving to gain recognition from an environment 


which is becoming less supportive. 








ferAc 7 > ‘ > t ' > : } ; 17 pa ae 62 quo" r- 
. hg - o > = 


re * __ * 
anoitusizeni 
a * - - —— 
: 
: . We sitebas0t 
#) 7 a 
sf < 
ia teavif 
‘ x = = 
— ¥ ,& 
| 
ri ’ » * 
i E = : 
$c Sasooe - ‘Tee F 
q 
20 moizebilicaso> 6 vd Bbesiizs ‘ neeP be 
> 
RBAGLZOSINL AAGIPITO Shs t0 tnemesc BEST 6 . BBD oe : 


enoitsiscz isco? 30 Jroric Jsj20 sit ,asvizoardds bre 
7 a - _" 2 
[™ 


7 =. - 
~ > — st — > _, * a as - 
ae Big = = % tVGOGS. a9 GOs az Vz i 70 @iBeé =| = a rio 
Zz 7 ie 
7 : s )< d 


anos: soinmmmca x07 esnil 20 priasdsprel .asite ab 
7 a : 7 - 
om 2O.ytineiqnes bas 1z9dewa aris ni 
‘shy . i ~ & > 7 











oe 


Aolens sell 





23 

9. Stage III is characterized by a decreasing growth 
rate, a consolidation of the number and variety of 
activities, a loss of some of the original personnel 
particularly those who were most creative, and a 
concentration on efforts to formalize and codify 
procedures and to influence the environment. 

6. Stage IV is a period of maturity in which structures 
and functions become fixed, broad goals are emphasized, 
size and program changes occur slowly, decentralized 
decision-making is permitted and encouraged, accep- 
tance from and some control over the environment 


has occurred and mechanisms are developed to sense 


environmental conditions. The organization is now 
predictable. 
of Intermediate stages can be identified which appear to 


be indigenous to particular types of organizations. 

8. The age factor seems to be a "necessary, but not 
sufficient" condition for structural development. 
Griffith (1963) asked the pertinent question of 

"what happens after maturity?" He suggested four 
possibilities: 

1. If the organization perceives no environmental 
changes and if it introduces no internal changes 
then it will remain in a dynamic steady state. 

2. If favourable environmental changes occur then the 


organization will become more active but will not 
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24 
make internal changes. 

3. If the environment becomes less favourable then 
the organization may revert to Stage II. 

4. If new leadership occurs then there will be an 
emphasis on replanning. In this case the organiza- 
tion will have Stage I characteristics in those 
areas scheduled for change, and Stage IV character- 
istics\in all other areas. 

In summarizing the preceding observations and 
conclusions, two main sources of influence for organizational 
change are apparent, the sources within the organization or 
administrative factors, and the sources within the environ- 
mentvor, polaticalofactors: 

The organizational influence of these two dimensions 
has been presented by Smith in the form of three laws of 
structural change. These laws, Smith suggested 


- - May well apply to other systems besides govern- 


ment which undergo changes . . . since they deal with 
general relations in structure and function in social 
SvStens  .o. = (Smith, 196033207; 


The Law of Differential Resistance stated that 
"resistance to changes in the form of a system varies directly 
with their significance for the persistence of the system in 
bts current form’ (Smith, 19602s3i4). Thais suggests that 
changes in organizational function and structural dynamics, 
apart from form or configuration, can be introduced through 
the exercise of administrative authority. However, if 


political power is exercised resistance to change will arise. 
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The second law, the Law of Self-Contradiction in 
Change stated that "resistance to changes in the content of 
a system varies according to their significance for the 
maintenance of the current structure" (Smith, 1960:319). 
This suggests that "attempts to change the form of a system 
by changing its content are self-defeating" (Smith, 1960:320). 
Therefore configuration or form can be changed only by 
pobsticaidactivitys 

These two laws combined suggest that resistance will 
be slight either if political power is used to change organiz- 
ational form, or if administrative authority is used to change 
organizational content. The combination does not preclude 
however, the use of administrative authority being exercised 
by political forces to change content, nor the use of political 
power by administrative forces to change form. However, in 
this latter combination the laws state that resistance to 
change will be great. These conclusions are summarized in 
Smith's third law, the Law of Structural Drift which stated 
that "Given stability in its content, the structure of a 
governmental system changes as a function of the political 
action it generates internally" (Smith, 1960:321). 

These laws appear to account for low environmental 
and high administrative influence in the initial stage of 
organizational development, and for a high environmental 
influence and lower administrative influence in later stages. 
As Griffith (1963) suggested, a mature organization will 


change functionally with unfavourable environmental changes. 
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26 
It will change certain areas functionally and Structurally, 
and resist change in other areas with a change in leadership. 
Such a change in a public institution, is an overt political 
act by a body outside the organization. 

The identification of developmental stages in formal 
Organizations and the appearance of some underlying principles 
raises the question "can those stages and principles be 
identified synchronically, i.e. on the basis of observations 
of several organizations at one point in time?" If they can, 
then the relationship between a diachronic theory of develop- 
ment and a cross-sectionally derived taxonomy can be 
established. Such establishment would have relevance both 
for identifying developmental stages from cross-sectional 
data, and for postulating the existance of organizational 
forms not described within a limited sample of organizations. 

At least three assumptions appear to be basic to 
growth and development theories. First, structural 
complexity is preceded by structural simplicity. Second, 
structural simplicity is described by few identifiable 
variables. Third, complexity is described by greater numbers 
of identifiable variables having greater interaction and 
arising from a previous series of elements in succession. 
Smith has suggested that 

. . . the only possible basis for a fixed succession 

[of elements] is logical necessity and the only possible 
basis for and logically necessary succession among the 
categories [of elements] themselves is that of formal 
priority. By this I mean the condition in which suc- 


cessive concepts of a series cannot be formulated 
without assuming those which precede them. A series 
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of categories or concepts governed by such relations 


is arranged in an order of logical priority (Smith, 
SG Oty), 


Smith's diachronic theory is described by the 


following features of logical priority: 


Shs 


Each concept, category, set of relationships or 
stage, 1s contingent upon another. 

Successive stages or categories decrease in 
generality of reference. 

Successive stages or categories give expression 
to the latent possibilities of preceding ones. 
Successive stages or categories arise by 
consistency rather than by necessity. 

Since successive stages or categories become more 


circumscribed, initial stages are crucial. 


These features of logical priority seem to be characteristic 


of the pattern of organizational growth as described by 


developmental stages. They also appear to be characteristic 


of several taxonomies of organizations. 


CLASSIFICATION AND TAXONOMY 


In the literature of the social sciences the terms 


"tyeulecgy, | “Classification” and 'taxonony “are, frequently 


used synonymously. As a general area of study each can be 


considered a branch of Systematics. However, in this study, 


each was considered as a distinct and different concept 


for both substantive and operational purposes. 
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Typology 

According to,Simpson (1961);<«au"typology" is a 
categorization of phenomena according to some invariant or 
generalized pattern shared by all members of a group. This 
pattern describes the "pure" type in the Weberian sense of 
"ideal type." Such patterns are distinct and static, and 
thus do not provide for variation either between patterns 
Or within one pattern over time. In these terms then, the 
degree to which the organizational typologies of Blau and 
BeOtt, Parsons, Katz and Kahn, and Etzioni account. for 
variation is also the degree to which they are not 


typologies but classifications, albeit primitive ones. 


Classification 

Gregg (1954) considered that phenomena, the 
description of which emphasizes variation, are the subjects 
of classification and classifications the subjects of a 
taxonomy. Thus a taxonomy is defined in terms of, but is 
something more than, the classification for which it accounts. 
Classes are entities grouped according to some system of 
relationships. Initially, classes can be defined or con- 
structed through conceptual formulations. Later they can 
be verified empirically and modified accordingly (Cullinan, 
1969). This process of reciprocal refinement suggests that 
the degree of reciprocity is directly proportional to the 
validity of the classification. 


The validity of a classification is the power a 
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20 
classification scheme has for organizing and controlling 
descriptions of phenomena. It is "the quality of 
naturalness" predictable by a classification, especially 
when this quality has been refined empirically. As Kaplan 
commented 

‘ - [a classification] is artificial when we cannot 
do more with it than we first intended. A natural 
grouping is one which allows the discovery of many 


more and more important resemblances than originally 
recognized (Kaplan, 1964:50). 


Taxonomy 


Conflicting views are held on the nature of 
"taxonomy." Gregg (1954:vii) has stated that it is "the 
theoretical study of classification, including its basis, 
principles, procedures, and rules." Simpson (1961) and 
Sokal and Sneath (1963) agreed with this definition though 
they differed upon basic principles. On the other hand, 
Griffiths (1969), Krathwohl et al. (1964) and others have 
considered a taxonomy to be a set of classifications ordered 
on the basis of one or several related principles. This 
would be a definition of classification according to Sokal 
and Sneath whose work has influenced taxonomies established 
by social scientists. A further source of conflict arises 
from the consideration of the time element as a basic princi- 
ple of taxonomy. Simpson, Gregg, and Hennig (1950, reported 
by Simpson 1961) considered a zoological taxonomy to reflect 
phylogenetic relationships. Sokal and Sneath, Cullinan, Haas 


et al. and others considered a taxonomy to reflect phenetic 
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30 
relationships at one point in time. Such relationships 
are "always statistical in nature" (Cullinan, 1969:23). 

Though Pugh et al. (1969b), Haas et al. (1966) and 
Samuel and Mannheim (1970) used essentially the methodology 
of numerical taxonomy, the similarities between the resulting 
taxa and the possible stages of organizational growth were 
apparent. Thus Haas et al. (1966:179) commented that a 
ve « « taxonomy . . . could serve as a basis for predicting 
organizational decisions or change." Samuel and Mannheim 
(1970) concurred with this observation. Pugh et al. observed, 
even more strongly, that 

; If, in a cross-sectional design, such as this 
study, a classification ordered along a historical 
dimension can be obtained, then it is possible to 
hypothesize about developmental sequences (Pugh et 
ely 21L968:123). 

The reduced time span with which organizational 
taxonomists and morphologists are concerned appears to have 
resolved, at least methodologically, the conflict between 
phyletic and phenetic taxonomic positions. 

Just as several organizational stages have been 
identified diachronically, so several taxonomic groups 
have been established synchronically. Table 2.2 presents, 
in summary form, the taxa established by three studies. 

The Samuel-Mannheim (1970) taxonomy (which they call a 
"typology") was based upon increasing intensities (amounts) 


of the structural variables of control, functionalization 


normativity, and decreasing intensities of the 
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structural variable interlevel impersonality. The Aston 
(Pugh et al. 1969b) taxonomy was based upon increasing amounts 
of structuring of activities increasing-decreasing-increasing 
amounts of concentration of authority, and increasing- 
decreasing amounts of line control of workflow, three struc- 
tural factors (dimensions). Both taxonomies were empirically 
derived. The Rice and Bishoprick (1971) taxonomy was 
conceptually derived upon the basis of a continuum of 
autocratic and centralized authority on the left, to demo- 
cratic and decentralized authority on the right. The seven 
models ranged along this continuum represent seven types of 
formal organizations presently existing, seven stages through 
which any one organization could pass, and seven historical 
periods in the evolution of large social institutions in at 
least Western Europe and North America. 

A comparison of Table 2.1 and Table 2.2 reveals the 
Similarities between taxa and growth stages. In Chapter 3 
a more detailed discussion of the components of the Samuel- 
Mannheim and Aston taxonomies will illustrate these 


Similarities through a comparison with growth stages. 
SUMMARY 


Many studies of organizational structure have 
considered structure as it was described by the Weberian 
"imperatives." However, more recently organizational studies 
have considered structure as a dynamic, multi-dimensional 


complex. Even more recently consideration has been given to 
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the time dimension. This latest consideration has led to 
examinations of organizational growth. 

One set of conceptual analogies, with acknowledgment 
of their limitations, has been contributed by the biological 
Sciences to discussions of the growth of human organization. 
This contribution has led to the consideration that 
structural development of organizations can occur in 
definable stages of increasing complexity. Two important 
determinants of structural change and thus the presence of 
postulated growth stages are represented by the exercise of 
administrative and political influence and power. 

Many studies have revealed inter- and intra-organ- 
izational structural differences. These differences have 
provided the basis for several typologies, classifications 
and taxonomies. However, these terms have appeared to have 
been used interchangably in organizational classifications. 
Systematics has suggested that a taxonomy is a classification 
of classes and can have either or both Synchronic and/or 
diachronic implications. If a taxonomy has diachronic, or 
in biological terms, phyletic implications then it also has 
evolutionary implications which may assist in the 


identification of growth stages. 
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Chapter 3 


REVIEW OF EMPIRICAL STUDIES AND 


STATEMENT OF PROBLEMS 


In the previous chapter literature relevant to three 
areas of organizational theory was discussed and integrated. 
These three areas concerned the structural dimensions of 
formal organizations, the concepts of growth and development 
and the problems associated with classification. These 
three areas will also form the substance of the present 
chapter. However the emphasis, in this chapter, will be on 
the various methodologies used by and the findings resulting 
from various studies which have examined formal organizations 
in these three areas. Some of these studies appeared in 
Chapter 2, and will be reintroduced from a different per- 
spective. The other studies did not appear in Chapter 2. 

This chapter will conclude with a statement of the 
problems and will present definitions of the variables 


incorporated in the problems. 
ORGANIZATIONAL STRUCTURE 


Arising from the Weberian "ideal type" dimensions 
of bureaucracy, two main methodologies have been developed 
to operationalize these dimensions and thus to empirically 
describe formal organizations in terms of their structure. 


The first approach can be termed "the Hall approach," and 
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36 
is exemplified by the studies of Hall (1963). The second 
approach was described by Heydebrand (1967). It can be 
termed "the Aston approach" and is exemplified by. the 
Pugh et al. (1968a, 1968b, 1969a, 1969b) studies and others. 
Both approaches considered structure as a multi-dimensional 
feature. The Hall approach utilized the perceptions of 
organizational members, expressed on Likert-type scales, to 
describe the organization. The Aston approach relied upon 
responses from interviews and documents expressed on mainly 
dichotomous scales. The former appeared to examine the 
Organization at the level of the individual participant, 
While the latter described the organization at the organiz- 


ational level. 


The Hall Approach 


Hall (1963:33) identified, on the basis of conceptual 
importance and frequency of occurrence in the literature, six 
structural dimensions. He stated that organizational struc- 
ture was composed of: 

1. A division of labour based upon functional authority 

2. A well-defined hierarchy of authority 

3. A system of rules covering the rights and duties of 
positional incumbents 

4. A system of procedures for dealing with work 
situations 

5. Impersonality of human relations 


6. Promotions and selection for employment based upon 
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36 
technical competence. 

Six Likert-type scales were developed and incorpor- 
ated a total of sixty-two items. A stratified random sample 
of employees in ten different kinds of Organizations were 
asked to respond. The means of the responses to each scale 
described each organization. Hall concluded that each 
dimension ranged along a continuum even though "the scales 
are ordinal" (Hall, 1963:36), that the dimensions were 
independent, that bureaucracy should be viewed as "matter or 
degree rather than of kind" (Hall, 1963:37), that hierarchy 
of authority was a key variable, and finally, that age 
and size were not highly related to the degree of 
bureaucratization. 

As Newberry (1971:13) reported, Hall's methodology 
has been utilized, with modifications, by several studies 
to examine bureaucracy in schools. He observed that when 
the Hall dimensions were subjected to factor analysis, two 
factors seemed to appear, one concerned with controlling 
behavior and the other with promotional bases and functional 
specialization. 

In a study examining two methods of measuring the 
distribution of power in health and welfare organizations, 
Hage and Aiken (1967) found that five factors arose from the 
Hall dimensions. They retained measures of hierarchy of 
authority and formalization. The promotional and special- 
ization bases which they found were associated with the number 


of occupational specialties, the degree of professional 
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training and the extent of professional activity. These 
three properties formed the complexity dimension. Hage and 
Aiken (1967:88) also found: 

bo atPartei cipatien fn decision-making seemed to be a 
more important dimension of the distribution of 
power than did the authority of hierarchy 

2. Control over organization resources was a better 
predictor of other structural properties than was 
control over work decisions 

3. Wide participation in decision-making tended to be 
associated with less job codification, less rule 
observation, more occupational specialties, and more 
professional training and activity 

4. As freedom to make work decisions diminished, rule 
observation increased and professional aACGLVity 
decreased. 

They concluded that the two bases of power distri- 
bution, participation in decision-making and hierarchy of 
authority, differentiated between complex and formal 
organizations respectively. 


- »- Complex organizations are more likely to be 


decentralized, . . . while formal organizations are 
more likely to be centralized (Hage and Aiken, 1967: 
O07 3 


In these terms, complex organizations can be termed "profes- 
Sional" organizations while formal organizations can be 
termed "hierarchical" organizations. 


The Hage and Aiken elaboration of the Hall approach, 
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38 
seems to strengthen the argument that this approach describes 
the activities and qualities of individuals in the organiz- 
ation rather than the organization itself. The approach may 
therefore be more applicable to functional than to structural 


descriptions and analyses. 


The Aston Approach 


The Blau-Schoenherr studies. Although not part of 
the Aston studies, the large descriptive studies of structure 
undertaken by Blau and Schoenherr (1971) can be considered 
under this topic since they used a similar data base. They 
emphasized the multi-dimensional nature of structure, 
attempted to control for respondent perceptual bias by 
utilizing ordinal and dichotomous scales, and relied heavily 
upon numerical descriptions of size, divisions, and 
Supervisors. These studies also were the product of large 
research teams, examined a large number of organizations and 
sought to test and refine theories of organization. 

The Blau and Schoenherr (1971) studies examined, 
Synchronically, the structures of fifty-three employment 
security agencies in the United States, Puerto Rico and the 
Virgin Islands and the local offices of each. The average 
agency consisted of a headquarters with seven major divisions 
and more than forty local offices. The studies sought (a) to 
develop a basis for a theory of organization, (b) to analyze 
the interdependence of various structural attributes, and 


(c) to examine differences between organizations with similar 
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39 
purposes in different locations. The main finding was that 
increasing size, expressed as number of employees, "gener- 
ates structural differentiation along various dimensions at 
decelerating rates" (Blau and Schoenherr, 1971:301). This 
generalization arose from the following specific findings: 

1. large size promotes structural differentiation 


[where differentiation refers to the number and 
kind of different positions] 


2. large size promotes differentiation along several 
different lines 

3. the rate of differentiation declines with 
increasing size 

4. the segments into which an organization is 


differentiated become internally differentiated 

in [a] parallel manner (Blau and Schoenherr, 

ALLE SUL) 4 
From these "high-level" propositions Blau and Schoenherr 
derived nine "low-level" propositions which formed the basis 
for a deductive theory. The theory was an attempt to 
justify the claim that theoretical generalizations inferred 
from research "on one group of organizations also apply to 
other kinds of organizations" (Blau and Schoenherr, 1971:4). 
However this claim exemplifies a major problem in organiz- 
ational theory, that of congruence between empirically-and 
conceptually-derived definitions. In the Blau and Schoenherr 
study, complexity referred to occupational, hierarchical and 
functional differentiation, while in the Hage and Aiken 
studies complexity was considered as the amount of occupa- 
tional training and the use of occupational skills. 

The Blau and Schoenherr studies, like the Aston 


studies, examined structure at the organizational level. 


However the two groups of studies differed in their 
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40 
respective concepts of structure. The Bakke and Aston 
concepts considered "shape" or "configuration" as only one 
dimension of the dynamics of structure. The Blau and 
Schoenherr concept considered the "Shape" or "configuration" 
as the totality of structure. 

The Blau and Schoenherr study finally concluded 
that, in terms of organizational change, prior internal 
conditions predominate over prior external or environmental 


conditions as influences of structure and operation. 


Aston studies. The Aston studies, conducted from 
the University of Aston, England, occurred between 1963 and 
1968. Pugh stated that, 

We are concerned with the attempt to generalize and 

develop the study of work organization and behavior 

into a consideration of the interdependence of three 

conceptually distinct levels of analyses of behavior 

in organization: (1) organizational structure and 

functioning, (2) group composition and interaction, 

and (3) individual personality and behavior [and to] 

interrelate each of these levels (Pugh et al., 1963: 

292) 
Newberry (1971:16) observed that this three-level division 
arose from the failure in some organizational work to dis- 
tinguish clearly between structural and behavioral dimensions. 
The initial step in the Aston work was "to develop an empir- 
ically-based multi-dimensional analysis of the structural 
variables of organization" (Pugh et al., 1963:298). Such 
analyses would be based upon "objective" rather than 


"subjective" data (Inkson et al., 1967). They continued, 


. . . the chief disadvantage of perceptual methods for 
measurement of formal organization is their subjectivity, 


41 
their susceptibility to informal influence. Perceptions 
of organization are important in shaping behaviour and 
are clearly partly dependent on the formal situation. 
Measurement of this type needs to be allied to more 
objective measures, for the key to understanding 
organizational behaviour is the relationship between 
the two (Inkson et al., 1967:37). 

The first stage, the examination of structure, was 
completed and reported by Pugh et al., (1968b, 1969a). The 
second stage, the examination of group composition and 
interaction relative to particular organizational structure, 
was Carried out by comparing the climate, performance and 
structure of groups in two organizations, and relating the 
group dimensions to the structural characteristics of these 
Organizations (Pheysey and Payne, 1970, Pheysey et al., 1971). 
The third stage has been exemplified, in part, by the 
development of models to identify power and decision-making 
dimensions in organizational sub-units (Hickson et al., 1969, 
unpublished). 

The present study was based upon the concepts and 
methodology developed through the first stage of Aston 
activities, but was restricted to certain structural 
variables defined by Pugh et al., (1968b), selected by 
Inkson (1970a), and modified by Newberry (1971). 

The Aston studies assumed that the examination of 
structure must take account of organizational function 
(Pugh et al., 1963:300). This assumption thus permitted the 
examination of the Weberian-based structural variables through 


the appropriate activities associated with each variable. 


Pugh described these variables as follows: 
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1. Specialization. Specialization was concerned with 
the division of labor within the organization, the 
distribution of official duties among a number of 
positions. These activities or functions excluded 
the workflow activities of the organization. 


vp Standardization. Standardization was concerned 
with legitimized procedures to cover all circum- 
stances. 

3. Formalization. Formalization denoted the extent 


Tear Te po VEER wn . . 
to which rules, procedures, instructions and 
communications were written down. 


4. Centralization. Centralization was concerned 
with the locus of authority to make decisions 
affecting the organization. 


59. Configuration. Configuration was the "shape" 

of the role structure in terms of counts of 

positions and ratios of various classes of 

employees (Pugh et al., 1968a:73-79). 

Of these five variables, the first four might be 
termed dynamic structural dimensions. As such there is a 
Close similarity with those described by Hage and Aiken 
(1970), complexity of job performance, centralization of 
authority, influence and power, formalization through 
regulations, rules and customs, and stratification through 
status, prestige and rewards. The last variable configur- 
ation is similar to the Blau and Schoenherr (1971) description 
of structure. A sixth variable, flexibility, which incorpor- 
ated the amount, rate and changing rate of change, though 
considered significant, was not examined. Pugh commented 
that "It is theoretically possible, though in most cases 
empirically impractical, to examine changes in the structure 
of an organization from its origin to the present" (Pugh 
et al., 1963:307). 


The five variables were operationalized through the 
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43 
construction of sixty-four scales and subscales and subjected 
to tests for scalability and to item analysis (Newberry, 
1971:58-65). The scales were constructed from data which 
were collected, through interviewing senior executives, from 
fifty-two work organizations. Where possible, these data 
were substantiated by documents. The data from forty-six 
organizations were used to interrelate all scales. In size, 
the organizations ranged from 250 employees to 2500 employees. 
In age, they ranged from twenty-nine years to 170 years in 
1962-1964 during which period data were collected. In 
composition, the sample included thirty-four manufacturing 
and/or construction organizations and twelve public/distri- 
butive/professional/service organizations of which one was a 
public education department. 

From the raw data, standard scores were calculated 
in order to permit comparisons between variables and between 
Organizations. Variable comparisons were obtained using 
product-moment coefficients, while organizational comparisons 
were made by constructing profiles from the five variables, 
and grouping the organizations according to ownership and 
purpose (Pugh et al., 1968b:80-84). The correlation matrix 
was then subjected to a principal-components analysis and 
through graphic rotation four orthogonal factors were 
obtained. Pugh et al., (1969a:92) named and described these 


factors as follows: 


1. Structuring of Activities: .. . the degree to 
which the intended behavior of employees is overtly 
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determined by task specialization, standard routines, 
and formal paper work. 


2. Concentration of Authority: .. . the degree to 
which authority for decisions rests in controlling 
units outside the organization and is centralized 
at the higher hierarchical levels within it. 


tae Line (Controleof tWorkflowfas. 0. «the degree to which 
control is exercised by line personnel instead of 
through impersonal procedures. 


4. Relative Size of Supportive Component: 7 or seine 

amount of activity auxiliary to the main workflow 

Of the Orgdnizataone(Pugh et al., 220Gb. G7 ji 

Due to the weak loadings of the variables on the 
fourth factor, this factor was dropped from further analysis. 
To establish factor profiles of the five groups of organiz- 
ations, factor scores for each organization were calculated, 
and standardized. These scores were also used to establish 
a taxonomy of organizations based upon structural 
characteristics. 

When structural variables were examined, the 
Aston studies (Pugh et al., 1968b) found that an organization 
with many specialists tended also to have a larger supportive 
hierarchy, more documentation and more standard routines. 
This finding suggested that as specialists increase in number, 
SO procedures are introduced to regulate their activities. 
Conversely, centralization was negatively correlated with 
specialization and formalization, a finding which supported 
some propositions but contradicted others. Pugh et al. 
(1968b) concluded that it is the patterns of structural 
scores, particularly those of specialization, standardization 


and formalization, which are significant and that the scales 
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45 
of centralization cannot be considered as measures of 
structuring in the same way. 

Utilizing the first three structural fartorns , 
structuring of Activities, Concentration of Authority and 
Line Control of Workflow, as dependent structural variables, 


the Aston studies next examined the relationships between 


structure and context. Context was considered as the organ- 
izational context in which the structure functions. ltt wes 


formed of eight independent variables, origin and history, 
ownership and control, size, charter, technology, location, 
resources, and dependence. This approach implied, though 

did not develop, the concept that structure and context 

are internal characteristics of an organization which exists 
in an external environment. 

The studies found that there was no relationship 
between age (a dimension of the origin and history variable) 
and Structuring of Activities and Line Control of Workflow. 
However age was negatively related to Concentration of 
Authority. Size, in terms of the number of employees, 
showed no relationship with Concentration of Authority and 
Line Control of Workflow but showed a strong positive 
EGlationship wrth Structuring of Activities. In «terms: of 
the size of the parent organization, size related only to 
Structuring of Activities and Concentration of Authority 
and in a positive fashion. These findings generally tend 
to confirm other observations that "age and size are neces- 


sary but not sufficient" explanations of changes in structural 
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dimensions. 
Pugh concluded that 

The predictability of the structural dimensions from 
contextual elements serves as external validating 
evidence for the structural concepts themselves. It 

has now been shown that besides being internally 
consistent and scaleable ... they can also be 


related in a meaningful way to external references 
(Pugh et al., 1969a:11l). 


Studies Arising From the Aston Studies 


As Newberry (1971:23) observed, a more manageable 
method of data collecting and processing was required if the 
Aston methodology could be expected to be more widely used. 
Inkson et al. (1970a) reported a replication of the Original 
Aston studies using a sample of forty organizations. The 
sample ranged from organizations with 250 employees to those 
with over 5,000 employees. The variety was similar to that 
in the original Aston sample. Of these forty organizations 
fourteen had been included in the Original sample four to 
five years earlier. A short form interview schedule was 
developed using only those scales which contributed most to 
the factors of Structuring of Activities and Concentration 
of Authority. The results derived through data collection 
with the short form were compared with the original findings 
and the following correlations were found (Inkson et al., 
1970 &3:20)s¢ 
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The Aston replication study also found that, among 
the fourteen organizations examined on two occasions, the 
structural scores of each organization tended to be similar. 
However, there was a tendency for the structuring scores to 
increase and the concentration scores to decrease. These 
Changes were not associated with changes in organizational 
size. 

When standardized factor scores for each of the 
forty organizations were plotted against the two structural 
dimensions the same groups of similar kinds of organizations 
occurred, thus producing a taxonomy similar to that of the 
Original studies. 

In studies of industrial organizations in Ohio 
(Inkson et al., 1970b) and Toronto (McMillan et al., 1970), 
the structural and contextual factors were found to be the 
Same as those in the Inkson replication study. 

A more recent examination of the original Aston 
data was undertaken by Aldrich (1972) utilizing path analysis 
in order to assess the Aston statement that "size, dependence 
and the charter-technology-location nexus largely determine 
structure" (Pugh et al., 1969a:112). He suggested that 

2 using cross-sectional data to make inferences 
about organizational development makes sense if one 
believes that the organizations studied are at various 
stages in a pattern of growth which holds true across 
all organizations. The cross-sectional data can be 
assumed to have caught different organizations at 
different stages in a developmental sequence 

Ge Wales Med gle me Wed 


Most studies using the Aston methodology have 
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48 
examined a variety of organizations. Three exceptions were 
Studies by Tauber (1968), Tyler (1970) and Newberry (1971). 
Tauber examined six Birmingham hospitals coming under the 
British National Health Service and found that all had 
similar structures. Tyler, examining only the specialization 
variable in school systems in Alberta, reported that teacher 
Specialization (expressed in terms of ten specialisms) was a 
"strong and reliable" dimension of organizational structure. 
He also observed that the number of specialisms in a school 
system increased slightly over a four-year period and was 
positively and significantly correlated with organizational 
size. 

Newberry (1971) examined the structural and con- 
textual variables of seventeen publicly-and privately- 
supported post-secondary colleges and three institutes of 
technology in Alberta and British Columbia, and three 
agricultural colleges in Alberta. These twenty-three 
institutions ranged in size from 38 to 639 employees with 
a median of 77. He used the methodology of the original 
Aston studies and the modified short form described by 
Inkson et al. (1970a). Newberry's modifications were made 
by word-substitution, additions of scales, the introduction 
of new items, and redefinitions. Word-substitutions and 
new items were introduced to make the instrument appropriate 
to the organizations. The centralization scale and those 
scales with the highest factor loadings on the Aston factor, 


Line Control of Workflow, were reintroduced to obtain more 





Bh 
otew anoisqesxe ssiiT .anoistasinse10 to ytolasv, 6 beaimexe 
.(LV@L) yxxedwe Bas (OT@L) aely? ,(800L) s9dueT yd eetbude 
oft reba paimoo elstiqeod medpnimiia xte benimsxe sedust 
Bei fis tedd bavot bus evivie® dtiseli Isnoits deisizd 
noitssiisioege els yino painimsxe ,19lyT -esmtouita aslimie 
ietosed ded bedxoqex .sdxedIA ai amecteye, Loodoa ai oldsizayv 
5 B@5W (emetisiosqe ast %o emxet mi beeesigxs) noitssilstosge 
.o1msourte isnoissesinspzo to aeleniaab “eidsifet bas pnorte” 
Loodos 5 ai emetisioege to 1t68edmun st seeid beviasedo coals, oH 
asw brs boiteq ssesy-twot s tevo yisdpile beaso1oni moseye 
fenoitssinspro dtiw Betslewroo, yisnsoiliaptle bas ylevitieod 
este 
-n00 bis Isuvstounse ott benimexs. (1V@L). yuxredwer 
~yloessviag bas-yloiidug neetinevse ito aesidsixsy Leudxe? 
to estutiseni sexdt bas espelion yisbnonee-seoq bssuogqua 
so1dt bas ,sidmyfoD daidgixd bas ssisdiA ai ypoLlondosd 
seitis-yinews eesdT »sd10dlA ni aspelloo lse1utivolips 
dg iw sesyolame @f8 of BE moxt esiea ni bepnsx enotsus isenmt 
isnipixzo eit to ypoloboriszem sf beau sH .{T to rashonee 
yd beditoeeb amyol Jxofia boitibom edz bas seibuse aodad 
See seen: e’yziedwet .(s07@L).Le to, tet 
20 afois ibbs moneiengeters 
inkieb a Bas. \emed iy ct cd : 


% le ~ 






49 
information. This reintroduction also established a higher 
level of identity with the original Aston studies than did 
the Inkson replication. The Inkson short form was restricted 
only to scales loading on Structuring of Activities and Con- 
centration of Authority. Newberry (1971) found 

1. an internal consistency among the structural variable 
scales, from item analysis values, ranging from 0.652 to 0.854 

2. considerable variation among the institutions on the 
twelve structural variables 

3. two factors emerged from a principal-components 
analysis, Behavior Control and Role Structure 

He concluded that the Aston multi-dimensional 

approach was applicable to the study of organizational 
structures of small institutions which serve the same or 
Similar purposes. He suggested that the differences between 
his findings and Aston's were due to differences between 
industrial organizations and non-university, post-secondary 


educational institutions. 


Structure of Colleges 
Newberry (1971:28) reviewed the few studies which 


have examined the structures of colleges. The present study 
found the same general lack of studies on college structure. 
The Smith (1968) study of Texas colleges concluded that the 
Hage and Aiken dimensions and the Halpin and Croft dimensions 
were generally unrelated. It suggested that other, unidenti- 


fied structural and climate variables were operative. 
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PableeBbal 


FACTOR ANALYSIS OF ELEVEN STRUCTURAL VARIABLES 
(Newberry, 1971:78) 
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However, there was a tendency for a climate of high esprit, 
disengagement, aloofness, and consideration to be associated 
with high complexity, low centralization, low formalization, 
and low stratification. This observation generally supported 
numerous observations concerning professional or heteronomous 
organizations. However, both Burnette (1966) and Pax (1963) 
concluded that colleges tended towards a formal rather than 

a collegial pattern of administration and structure. 
Authority and/or responsibility tended to be centralized in 


the President's office. With increasing size, more 
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| 
responsibilities were shared among senior administrative 
levels rather than were delegated. Increasing size was also 
associated with increased spans of control. Organizational 
structural planning and review, the establishment of college 
and/or faculty committees, and the functions of these 
committees were activities primarily of the senior levels of 


administration. 
ORGANIZATIONAL GROWTH AND DEVELOPMENT 


Studies of organizational growth and development 


can be divided into three categories. The first is composed 
of commissioned histories, of organizations. These have 
been exemplified by Cleveland (1969:4). The second is 


composed of those studies which develop conceptual models of 
growth patterns (Lippit and Schmidt, 1967; Rice and Bishoprick, 
1971). The third group is composed of studies, either quali- 
tatively or quantitatively descriptive, of how organizations 
actually grow and develop. Starbuck (1965:452), in reviewing 
the last two groups, observed that "current knowledge is so 
rudimentary that prescriptive statements seem premature." 

More recently Holdaway and Blowers (1971), in discussions 
which defined growth as a function of size and size components, 
have commented on the scarcity of longitudinal studies. 

There seem to be even fewer longitudinal studies examining 
dimensions of structure other than size. Two notable excep- 
tions are Perrow's (1961) study of hospital administrations 


and Griffith's (1963) study of institutions of adult 
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education. 

Perrow (1961), on the basis of studying one hospital, 
suggested that developmental sequences are determined by the 
Operating goals which are, in turn, shaped by a dominant 
group. The goals will thus reflect the background character- 
istics of the group, the unofficial use the group wishes to 
make of the organization, and the task areas which are 
perceived as being most critical. 

Perrow suggested that, typically, hospitals will 
move from trustee domination, in which financial, development 
and recruitment goals dominate, to medical (professional) 
domination in which production, research and service goals 
are paramount. This is followed by administrative dominance 
in which coordination and control goals arising from the 
complexity of hospital activities are crucial. This is 
followed by a multiple-leadership in which power is shared 
by two or three stable groups. This last type of leadership 
occurs when there are multiple goals which lack precise 
criteria of achievement. Perrow added that not every 
hospital will go through all stages or through the stages in 
the same sequence. He did not suggest, though he implied, 
that just as dominant groups shape goals, so the needs of 
the organization, expressed as operational goals, will 
determine the nature of the dominant group. Thus, the 
underlying assumption of this work seems to be that growth 
is defined by increasing complexity of tasks, structures, 


goals, and hence, of leadership. 
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Utilizing developing group-structure, as described 
by Thelen, Griffith (1963) examined five adult education 
institutions (p. 22). He asked (a) whether such organ- 
izations exhibited a common pattern of growth which could be 
observed in a longitudinal, quantitative study, and (b) 
whether a theoretical growth model could be developed. He 
examined the amount of finances, the numbers of personnel, 
clientele and programs, and the size of the physical plant. 
He found that the group model of growth aided in the identi- 
fication of six empirically-definable stages: 

1. Genesis of a New System--there develops a sense of 
issue among the leaders: human and resource material 
is selected on the basis of contributing to rapid 
Organizational growth: and there is an awareness of 
the unique mission of the organization. 

2. Strain Reduction and Initial Accumulation--policies 
are formulated: the developing group shares the 
ideas of the leaders: there is a minimum amount of 
environmental interaction: and numbers of tasks and 
skills of the human base become increased and 
differentiated. 

3. Plastic Development--environmental interaction 
increases: the organization is officially authorized 
and recognized: short and long term objectives 
become clarified: personnel become defined in terms 
of group goals: there is a high degree of experi- 


mentation and an emphasis on "form following function." 
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4. Allometric Assimilation--specialization becomes 
more highly developed: rates of change in parts 
of the organization become independent of the growth 
rate of the institution: long channels of communi- 
cations appear: influences with the environment 
become reciprocal: the environment becomes less 
Supportive: and overall growth rate accelerates. 

5. Functional Accommodation--the growth rate decreases: 
internal restructuring begins due to decreased 
harmonious relationships between groups: and the 
institution attempts to establish an identity and to 
stabilize environmental relationships. 

6. Accommodative Steady State (Maturity) --internal 
restructuring has ceased: structure and functions 
become fixed: flexibility and modifiability become 
sacrificed for greater sensitivity to the environ- 
ment: broad goals are emphasized: size and program 
change slowly: and the organization is accepted by 
and controls part of its environment. 

Griffith concluded that organizational time is a series of 
discrete stages, not a series of fixed equal units. He 
suggested that growth is an increase, not only in the 
absolute quantity of constituent units, but also in an 
increase of the complexity of inter-relationships between 
organizational units. He also suggested that organizational 
growth is "a genetically predisposed and environmentally 


modified phenomenon" which occurs in a systematic progression 
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of stages. 

Ordway Tead's (1935:7-12) observations about organ- 
izational growth seem to identify the concepts and comments 
which run through most empirical growth studies. He observed 
that growth is accompanied by (a) an increase in the number 
of employees, (b) differentiation in structure and responsi- 
bilities, (c) the appearance of problems of over-centralized 
authority, (d) a confusion over responsibilities, (e) a 
reduction in commitment to a central purpose, (f) the 
development of a sense of vested interest, (g) mounting 
overhead costs, and(h) growing indifference by the organiz- 
ation's supporters. 

Such findings and observations about the nature of 
social organizational growth and development have been 
synthesized by Pitirim Sorokin: 

Growth is the unfolding of the imminent potentialities 
of the system over time. Environment retards or accel- 
erates, facilitates or hinders, reinforces or weakens 


the realization of the potentialities (Sorokin, 1961: 
ighd) « 


ORGANIZATIONAL TAXONOMIES 


In this section four taxonomies will be presented. 
Each exemplifies the definition that a taxonomy is "a set of 
classifications ordered on the basis of one or several 
related principles" (p. 29). Two will be compared with 
each other, and with the general growth model (p. 22). All 
are examples of a numerical taxonomy in that each described 


the variables quantitatively, and established relationships 
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Statistically through the use of correlations and higher 
order techniques based upon correlations. The Griffiths' 
(1969) taxonomies ordered behavior of participants in each 
of four different ways. The Haas et al. (1966) taxonomy 
ordered what the Aston studies termed structural and contex- 
tual variables but did not describe the derived classes. The 
Samuel and Mannheim (1970) and the Aston (Pugh et al., 1969b) 
studies ordered and described the classes derived from 
essentially structural variables. In all but the Griffiths' 
taxonomies, the operational taxonomic unit (OTU) was one 
Organization. In the Griffiths' work it was a unit of 
behavior. 

The Griffiths' taxonomies defined an OTU as a unit 
of behavior which had, at least, an identifiable central 
actor, definable purpose for the behavior, a history, a 
description of the behavior, and an outcome. Ninety OTUs 
from school districts and universities were described and 
utilized as the empirical base. The first taxonomy was of 


decision-making behaviors. It identified four discrete 


clusters of behaviors, exchanging information, responding to 
subordinates, responding to others, and decision-making. It 


accounted for forty-three OTUs. The clusters can not be 
considered as taxa since they formed no hierarchical ordering 
of inclusiveness. Thus the schema can be termed, more 
precisely, a classification. 

The second taxonomy was developed from the Etzioni 


typology based on degrees of compliance. Eighty-one classes 


Jil 
were theoretically derived by combining three discrete 
attributes of each of the four components, goal, power, 
involvement, and task. Seventy-seven classes accounted for 
all ninety OTUs. Again, no hierarchical ordering was apparent. 

The third taxonomy classified bureaucratic behavior 
as goal-directed behaviors, role behaviors, and affective 
behaviors and dyadic dimensions of each along ten structural 
characteristics. This resulted in sixty theoretically- 
derived classes. All OTUs were accounted for. Eight 
categories of classes and profiles of each OTU based on the 
classes were established. Some hierarchical ordering was 
present, 

The fourth taxonomy was derived from systems theory 
concepts and system properties. Four separate approaches or 
schemes, a comprehensive classification scheme, an input- 
output linkage (subsystems) scheme, an analysis of system 
properties scheme, and an output analysis scheme were used 
to order and establish the categories of the ninety OTUs. 
All OTUs could be accounted for. Percentage of the simil- 
arities between OTUs was used as the basis of eight derived 
clusters which accounted for approximately one-half of the 
OTUs. at. the, 93%, level. of. similarity: 

The second and third schemes proved to be the most 
valuable for classifying all OTUs. The authors concluded 
that behaviors could be classified on a systems basis and 
that there was an implicit, but not fully explicated, 


hierarchical ordering of OTU cluster characteristics. 
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The Griffiths' taxonomies might better be termed 
Classification schemes. Each developed classes of OTUs to 
a greater or lesser degree of inclusiveness. None demon- 
strated an empirically-derived basis for hierarchical ordering 
of classes. However, the taxonomic process used demonstrated 
Clearly the reciprocal nature of establishing classifications 
deductively, testing empirically and modifying accordingly. 

The Haas, Hall and Johnson (1966) taxonomy exempli- 
fied an empirically-derived taxonomy. A set of ninety-nine 
variables descriptive of the performance structure, rather 
than of the formal structure, was established. Data for 
these variables were obtained through interviews with the 
chief executive of each of seventy-five diverse Organizations, 
The organizations ranged from government agencies, business 
firms, educational institutions, religious organizations, 
unions, political groups, andservice organizations. Profiles 
of each organization were constructed and matched. On the 
basis of matching, they formed ten clusters or primary 
classes which were described by the number of organizational 
attributes in each. Subclasses were established on the 
basis of the number of attributes which organizations within 
one class did not have in common. These subclasses were 
further subdivided. The emerging classification resembled 
the zoological model. It illustrated an increased hetero- 
geneity among organizations within a class as the hierarchy 
was ascended (Haas et al., 1966:174). Haas et al. (1966:173) 


presented their tentative taxonomy of organizations in the 
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following form: 


Phylum Social System 


Class Society, Community, Organization, Group 
Order 05 0. 
mere poe de 
Family Fy F, F Fy 
| 
Genus Gi | G, 
Species “8 


From this taxonomy they concluded that: 
1. the maximum number of six levels is identical to 
the number in zoological taxonomy 
2. there is decreasing homogeneity within clusters as 
the hierarchy is ascended 
3. the number of total attributes per cluster and 
specificity of attributes decreases as the hierarchy is 
ascended 
4, no criteria comparable to zoology's reproductive 
isolation was discovered 
5. the tendency for organizational attributes to change 
over time ". . . need not pose an insurmountable problem for 
the development of a taxonomy of organizations." 
Missing from their study are the elements of 
structural predictability (in terms of contextual and 


structural variables) and a postulated development of 
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organizations which might have taxonomic relevance. It is 
not clear, even for assumption purposes, at what stage of 
development each organization was examined. The study also 
did not attempt to name and describe the overall character- 
istics of each level or taxa. 

Samuel and Mannheim (1970) developed a multi- 
dimensional method for classifying the bureaucracy patterns 
in thirty industrial plants. They examined four contextual 
variables, size, age, ownership type, and type of production 
system, and four structural variables, structural control, 
functionalization, interlevel impersonality, and normativity. 
Profiles were established for each organization by plotting 
the variables. Six types of organizations emerged, rudi- 
mentary, emergent, interpersonal, balanced, managerial, and 
technical. The authors concluded that 

- . »« the areas of bureaucracy do not necessarily 
differ on a uniform scale of intensity. Different 
patterns are to be found with more intense bureau- 


cratization being possible in one or two areas, while 
other areas are far less strongly bureaucratized. 


It cannot be said that these levels represent 

evolutionary stages, since different combinations of 

contextual variables, not necessarily length of time, 

are associated with them (Samuel and Mannheim, 1970:226). 
However, the identification of clusters from empirical data, 
the ordering of clusters, and the implicit hierarchy of 
developmental stages suggests that this schema is more a 
taxonomy than a typology. 

The Aston studies (Pugh et al., 1963, 1968a, 1968b, 


1969a) were summarized in the establishment of a taxonomy of 


iA 
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organizations (Pugh et al., 1969b). Seven clusters or 
taxa, outlined in Table 3.2, were defined in terms of the 


Standard scores of each of three structural factors: 


Table 3.2 


THE STANDARD SCORES OF SEVEN CLUSTERS OF WORK 
ORGANIZATIONS ON THREE STRUCTURAL FACTORS* 
ee oe ant Ufwer the seme perio 
teen epeeoeenreg eee oe serge pedny oeeen eee 


siwucturad Eactor 


N 
a ee Tne aaa aa Be pie eh ie ail eel ee 
Cluster Structur- Concentra- Line Con- 
or ing of tion of rab ere ti of 
Taxon Activities Authority Workflow 


rea gps opens 


7 Full bureau- 


ul above 55 above 55 below 55 

cracy 
bureaucracy 

S Workflow 15 above 55 below 55 below 55 
bureaucracy 

4 Nascent 
workflow 5 45 £6.555 below 45 below 55 
bureaucracy 

3 Preworkflow ll below 45 below 55 below 55 
bureaucracy 

2 Personnel 8 below 55 above 55 above 55 
bureaucracy 

Leimplicity 
structured 8 below 45 below 55 above 55 


organization 
(Pugh et al., 1969b) 


Each organization was plotted first against Structuring of 
Activities and Concentration of Authority. Four clusters of 
organizations, 1, 2, 5° and 7 were isolated. Organizations in 
each cluster were then plotted against etructuring of Activi- 
ties and Line Control of Workflow. Clusters 3, 4 and 6 


emerged and appeared to represent intermediate types of 
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clusters 5 and 7 respectively. 

Inkson et al. (1970a) reported finding the same 
taxonomic types in the same sequence. In those Organizations 
which appeared both in the Original Aston studies and in 
Inkson's replication, Inkson reported that 

Structuring [of Activities] increased except in one 
case, where it remained constant. Over the same period 
the concentration of authority in general declined, 
except for three organizations which have shown small 
increases (Inkson et al., 1970a:324). 

Haas et al. (1966) suggested that a taxonomy of 
organizations should (a) be multi-dimensional, (b) incorpor- 
ate significant variables, (c) be theoretically based upon 
deductively-derived classes, and (d) be empirically based on 
"natural" classes. The Aston taxonomy seems to exemplify an 
organizational taxonomy which fulfills these basic criteria 
and which serially orders the classes of organizations into 
taxa Of higher and lower ranks. Placed in the context of a 


larger taxonomy of organizations the Aston taxonomy could be 


diagrammed as follows: 


Level Organizations 
4 
| 
Level Work Organizations 
3 (Bureaucracies) 


Level Implicitly Person- Pre- Nascent Work- Nascent Full 
2 Structured nel work work- flow Pull 
| abe ae 





ie 
47] 
















: - : 
.yievisveqest T Bas ¢ atesaulo 


ompe oft paibait besroqes (s@TeLl) .{s 39 naoetal - 


. 
. 4 


anotstssinspxro seods ail .esonmsupse onise ens ni essay oimonoxss 
_ 


tbute aoteA Ismipit1to eft ni dtod bs1ssqq5 dota we 
t+5d+ bettogex moadni ,aeissoilqe: 2° M087 a 


oe ee ristor to} are aaa 
x8Vv0 tnetanos banisms* ti sxod , 2289... A 
Benifosb is1ensp mi viixoritus to nolisutnesno0o sit” urd 
[isme nwode sved dotdw enol SS insp10 seins 102 Jqooxs 
MSE > moeNnal) eseseit9nAt 


“ BN. ie a? —_— a ae ee eee 

to vmonoxss 6 JYads beteoppwe (ddl, 185 398 @BSA 
— eee eee tee ee : gi a ou — 
“yoqtooni (d) ,. fsnotensmcb-ittium sa (6) bicone emotes ss insp 7 
. 5 
. Ps ‘ * . . , 
vrmecTe hao rt ‘Trenrtax~cnantt ana fon — : eer tee ey FF apie 935 : 
nogy oS8Sesnaq VILsaoitosaiestls 2c | ,S28iGBLIITSVY shbli- e b 


amo sd (6b) bas .222e2e58l0 beviteb-ylev: i joubsk ‘ou 
= 


ed es f Tus - 
mo Bbsesd yilsor 


> am > if wer ey — - om ° - > en ot ‘ 5b => Z 2 a! saooe fiw 
fis yiilgqmexs 2) } 2S =Io ym OKs lv cA ii * Seachiad 
aff hc — @w Pe Acs ° ~ > oe ~ ea. s 
sizssixto oiesd seeds ellitivi dotnw ymormexs [SNOLIS 


creer ~ aA 
yMonoxss Tp? 


. ‘a. 
bons ps *: 


> 


wD 
a 
i 
fi 5 
ao] 
- 
Oo 
4 
t 
a) 
b 
r 
u 
ft 


ad Bbisoo ymonoxss noteA 







t 





anoitssinspx10 AtoOW 
(asiosxouso1ua) 


63 
Level 2 suggests an ordering from left to right 
(relatively simple to relatively complex) which also could be 
ordered vertically to produce a developmental series of stages 


within one organization. 
A COMPARISON OF GROWTH STAGES AND TAXONOMIC CLASSES 


Table 3.3 descriptively presents a summary of the 
growth stages (pp. 22-23) and those taxonomic classes best 
approximating these stages. If stages of growth are con- 
sidered as "ideal" stages, then the Aston classes Rens SP ie 
them more closely than do the Samuel-Mannheim classes. The 
latter study was limited to a smaller and much less diversi- 
fied sample of organization than was the former. In neither 
taxonomy is the "fit" between classes and stages perfect. 
Problems in making comparisons arise from the limited number 
of longitudinal studies examining more than one dimension, 
the limited number of empirically-derived taxonomies, the 
confusion in structural terminology, and the absence of 
studies testing the phyletic implications of taxonomies 


empirically- or deductively-derived. 


PROBLEMS AND SUBPROBLEMS 


Main Problems and Subproblems 


The following problems developed from considerations 
of organizational growth, the possible phylogenetic dimensions 
of a taxonomy, and the methodological problems of relating 


the two. 
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Problem A What changes have occurred in the size and 
structural dimensions of each publicly-supported 
Alberta community college since its inception? 

Subproblems Al What was the number of administrative 
personnel and instructors, of total employees, 
and of students in each college in the first 
operating year and in 1971? 

A2 What was the magnitude of each of the ten 
structural variables in each college in the 
first operating year and in 1971? 

A3 What changes have occurred in the magnitude 
of the three size variables and the ten struc- 
tural variables in each college between its 
first operating year and 1971? 

Problem B What were the relationships between age, size 
and structural variables in Alberta community 
colleges? 

Subproblems Bl What were the characteristics of the three 
size and the ten structural variables in 
colleges? 

B2 What were the relationships between age and 
each of the three size variables in colleges? 
B3 What were the relationships between each of 
the three size variables in colleges? 

B4 What were the relationships between each of 


the ten structural variables in colleges? 
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B5 What were the relationships between age, 
the three size variables and each of the ten 
structural variables in colleges? 
B6 What changes have occurred in the relation- 
ships between age, the three size variables and 
selected structural variables in colleges? 
B7 What changes have occurred in the relation- 
ships between selected structural variables in 
colleges? 

Problem C Were there structural factors which changed 
in publicly-supported Alberta community 
colleges? 

Subproblems Cl Were there identifiable structural factors 
in colleges? 
C2 To what extent are structural factors in 
colleges comparable to structural factors 
identified by the Aston studies? 
C3 What was the magnitude of the structural 
factor scores of each college in the first 
operating year and in 1971? 
C4 What changes have occurred in the magnitude of 
structural factor scores of each college between 
the first operating year and 1971? 

Problem D What were the relationships between college 
structural factors and age and size variables? 

Subproblems Dl What were the relationships between age, the 


three size variables and each of the college 
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structural factor scores? 
D2 What changes occurred in the relation- 
ships between age, the three size variables 
and each of the college structural factor 
scores? 
Were there identifiable stages in the develop- 
ment of structures in publicly-supported 
Alberta community colleges? 
El Did structural factor scores identify 
certain time periods in college structural 
development? 
E2 Were time periods in college structural 
development identifiable as growth stages? 
E3 How comparable are college structural 


growth stages to the Aston taxa? 


EXPLANATION OF TERMS 


To examine the problems and subproblems, this 


study utilized the Newberry (1971) instrument (Appendix B) 


as it was developed to examine colleges in terms of the 


Aston structural variables. The following definitions 


describe the Newberry dimensions and terminology specific 


to the longitudinal and taxonomic dimensions of this study. 


Only those terms frequently used in this study are explained 


in the following list. Terms not commonly used have been 


defined as they arise. 
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Organizational Structure 
Structure was considered as the patterns of differen- 
tiated activities which are internal, have a regularity of 
occurrence, change only slowly, and arise from functions and 


roles. 


Structural Variables 
The set of variables which operationally defined 


organizational structure were described by Newberry 


(1971:36-39) in the following manner. 


Specialization--the degree to which non-line 
functions of an administrative support nature were special- 


ized tasks. 


Formalization--the degree to which procedures, rules, 
communications and instructions were written and filed. It 
was composed, additively, of two scales. 

1. Documentation--the degree to which documents existed 
to prescribe roles. 
2. Recording of Role Performance--the degree to which 


performance was recorded. 


Centralization--the degree to which decision-making 
power in both policy and operational areas "was concentrated 


at or near the top of the role structure of the institution.” 


Autonomy--the degree to which policy and operational 


decisions were made inside the organization rather than 
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70 
out-side i.e. by the board of governors, government agencies 


or other organizations. 


Configuration. This concept described "the shape, 
in the topological sense, of the role structure of the organ- 
ization." It was measured by the following five variables. 
1. Chief Executive Span--the "number of employees 
reporting directly to the chief executive officer." 
2. Subordinate Ratio--"the average number of instruc- 
tional personnel reporting to each immediate 
supervisor (e.g., department chairman)." 


3. Percentage of Clerks--"the percentage of total 


employees engaged in clerical duties.” 

4. Percentage of Non-workflow Personnel--"the percentage 
of employees not involved in instruction or educa- 
tional administration as opposed to business 
administration.” 

5. Percentage of Superordinates--the percentage of 
employees involved in educational administration at 


least fifty per cent of their time. 


Standardization of procedures for selection and 


recruitment--the degree to which routines and procedures were 


used for the selection and promotion of personnel. 


Organizational Context 


This concept was considered by the Aston studies 


(Pugh et al., 1969a) as the set of those organizational 





{ 
| 
‘ 
il 
J 


71 
dimensions which forms the setting in which structural 


dimensions can be developed and expressed. Of the eight Aston 
contextual variables two, age and Size, have been utilized in 


this study. 


Age--the number of years that the institution had 
been in operation. 
Size--this dimension was measured by three variables. 
1. Administrators and Instructors--the number of admin- 
istrators, instructors, and professional and para- 
professional staff involved directly or indirectly 
with the instructional activities. 
2. Employees--the number of all non-student employees. 
3. Students--the total number of students enrolled only 
in university transfer or one- or two-year diploma 


programs for at least fifty per cent of their time. 


Aston Structural Factors 

The Aston structural factors provided the basis for 
inter-organizational comparisons and the establishment of a 
taxonomy. One of the main purposes of this study was to 
compare the structural factors obtained from college 
population data with the Aston factors. The following 
description defines these factors and indicates the scales 


and subscales found, by the Aston studies, to load on each. 


Structuring of Activities--the degree to which 


employee behavior was "overtly" defined by task specialization 
and standard routine. It was composed of the scales, Formal- 


ization, Specialization, Chief Executive Span, Vertical 
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Span and Percentage of Non-workflow Personnel. 


Concentration of Authority--the degree to which 


authority to make and implement policy and operational 
decisions was located at higher administrative units within 
the organization and rested in controlling units outside the 
Organization. It was composed of the scales, Centralization, 


Autonomy (negative) and Percentage of Superordinates. 


Line Control of Workflow--the degree to which control 
was exercised by line personnel instead of through impersonal 
procedures. It was composed of the scales, Subordinate 
Ratio (negative), Percentage of Superordinates, Percentage 
of Clerks, Recording of Role Performance (negative) and 


Standardization of Procedures for Recruitment and Advancement. 


Growth and Development Concepts 


Structural development. This concept referred to 


the changing patterns of structural characteristics as these 
patterns arise from the correlations between structural 
variables. Unless demonstrated otherwise, it is independent 
of age and size. It is non-directional in that it implies 
neither greater or lesser magnitudes of each variable nor 


stronger or weaker correlations between variables. 


Growth (developmental) stages. This concept was 


derived empirically. It referred operationally to a year or 


group of years which approximated a conceptual growth stage. 
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Classification Concepts 


Taxonomy--this term, when capitalized, referred 
to the study of the principles upon which empirically-defined 
classes or groups of entities can be organized. When uncap- 
italized, the term referred to the schematic presentation of 


classes or groups and their inter-relationships. 


Phenetic taxonomy--a taxonomy which related classes 
derived from empirically-determined variables and from 
statistically-determined correlations between variables. 
The phenomena of the entities were described at one point 


in time. 


Phyletic taxonomy--a taxonomy established in a 
manner similar to a phenetic taxonomy but which was derived 
from longitudinal observations of each entity. If it was 
derived from cross-sectional observations it had implications 
that such observations would be similar to longitudinal 


observations. 


Taxon(a)--this term referred to a class(es) or 


group(s) in a taxonomy. 
SUMMARY 


This chapter has reviewed the methodology and findings 
of some empirically based studies under the general headings 
of organizational structure, organizational growth, and 


organizational taxonomies. Two different approaches for 
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74 
studying structure were discussed and exemplified by both 
"type" studies and related studies. Examples of the second 
approach, the Aston studies, and selected studies arising 
from these were described in detail. Among the latter 
studies particular attention was given to Newberry's since 
his study formed an important base for the present study. 

The appropriateness of the Aston methodology for examining 
colleges on a cross-sectional basis had to be demonstrated 
before a longitudinal study could be undertaken. This 
Newberry did. 

Three kinds of organizational growth studies were 
identified. The third type was discussed and exemplified 
by two studies. 

Four major numerical taxonomic studies were discussed 
in detail. The Griffiths' study used taxonomic methodology to 
derive classes based upon perceptual data and ordered accord- 
ing to four different conceptual models. It illustrated the 
confusion surrounding the terms typology, classification and 
taxonomy. The Haas, Hall and Johnson study exemplified an 
empirically-derived taxonomy. It illustrated a methodology 
but did not define the taxa in terms of relevance to organ- 
ization theory. The last two studies, the Aston and the 
Samuel and Mannheim studies, developed numerical taxonomies 
utilizing similar methodologies and extended their findings 
to the greater field of organization theory. The taxa 


established were compared with growth stages derived in 


Chapter 2. 


Chapter 4 
DESIGN AND METHODOLOGY 


This study was designed as an exploratory, 
quantitative and non-quantitative case study. Katz observed 
that an exploratory study. 

- - - attempts to see what is there rather than to 
predict the relationships that will be found. It 
represents an early stage of a science. From its 
findings may come knowledge about important relation- 
Ships between variables .. . (Katz, 1953:74). 
At a more detailed level of definition Selltiz et al. (1966: 
31-53) suggested that such studies have flexibility, seek to 
discover hypotheses and problems for later, more precise, 
investigation, and may identify the practical possibilities 
for carrying out further and different types of research. 
They added that exploratory studies have particular rele- 
vance in areas where there has been little research and in 
which theory is either too general or too specific. 

The case study dimension was used since Olson 
suggested that ". . . the more unique an event the greater 
the demand for a case approach" (Olson, 1949:339) and also 
that ". . . the case method is practically mandatory for the 
student interested in process rather than product" (Olson, 
1949:332). The adjective "quantitative" is used to describe 
all data which have been expressed in numerical terms on any 


type of scale. The adjective "non-quantitative" is used to 


describe data which have not been quantified. Blau (1955) 
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emphasized that data which can be treated statistically 
(for either or both descriptive and inferential purposes) 
within the design of a case study produce a quantitative 
case study. In this study non-quantitative data have been 
used to elaborate quantitative data. 

Though Harp and Richer (1969) have stated that the 
case study design is particularly apt for accounting for the 
time variable, Mefferd (1966) advised that the researcher 
must be cautious and conservative. He suggested that such 
caution in handling longitudinal data can be achieved by: 

1. spacing observations into rationally meaningful 
intervals 

2. accumulating as many observations as possible 

3. reducing the number of variables below the number 
of occasions 

4. paying careful attention to the distribution of 
values 

5. attending only to high factor loadings [and r values] 
in making interpretations 

6. having care for certain phenomena associated with 

a specific or regularly established occasion 

(Mefferd, 1966). 

The methodology used was essentially that of the 
Aston studies as reported by Pugh et al. (1968b, 1969a), Levy 
and Pugh (1969), Inkson et al. (1970a) and as modified by 
Newberry (1971). It will be elaborated in this chapter 


which will also describe the sources and treatment of data 
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Th 


and data-collection methods. 
DATA COLLECTION 


Sources 

On the bases established in Chapter 1 and on 
Newberry's (1971:123) conclusions that "The abbreviated 
form of the Aston interview schedule, with slight modifi- 
cations, has sufficient discriminating power to be used to 
study such institutions." Mount Royal College, Lethbridge 
Community College, Medicine Hat College, Red Deer College 
and Grande Prairie Regional College were selected. They 
were respectively 40, 15,8, 8, and 6 years old. 

Permission to conduct the study was obtained from 
the Alberta Colleges Commission and from the president of 
each college. Each president received a summary proposal of 
the study (Appendix A) as well as a copy of the data- 
collecting instrument (Appendix B). Both documents were 
discussed with each president prior to the collection of data. 

A minimum of three days was spent collecting data 
at each college. The data were first collected from four 
major documents for each year the college was established. 
These documents were (a) the signed minutes of meetings of 
the Board of Governors/Trustees, (b) the college calendars, 
(c) the payroll records and files, and (d) the signed 
auditor's statements and/or annual financial reports. Data 
were collected for all structural variables, for the age and 


three size contextual variables and for most of the other 
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contextual variables to which the four documentary sources 
were applicable. These data were quantified and recorded at 
the source. 

Data were next obtained through interviews conducted 
separately with at least two officials in each college. The 
interviews extended from one hour in length to three hours. 
The respondent was asked, first, to reply to the items on the 
data-collecting schedule as these were presented by the 
interviewer, second, to explain discrepancies between his 
response and the response obtained from documents, and third, 
to identify possible influences on certain trends and circum- 
stances described by the interviewer and the documentary data. 
The discussion of each interview was recorded and later 
transcribed. This material was then organized on separate 
index cards according to date of interview, college code, 
respondent code and variable number. The respondents for 
each college were as follows: 


Mount Royal College (a vice-president and a past 
president). 


Lethbridge Community College (the president and the past 
president). 


Medicine Hat College (the acting president, the past 
president and one senior administrator). 


Red Deer College (the president and the past president). 


Grande Prairie Regional College (the president and one 
senior administrator). 


There were thus at least three sources of data for 
all instrument items required for the study. In the case of 
conflicting data the decision rule was established to accept 


that response which was confirmed by at least two sources. 


72 
In all cases the sources for structural data were independent. 


However, in some instances, sources for the three size 


variables were interdependent. In this case a third source, 
if available, was consulted. In all instances respondents 
were encouraged not to guess. Therefore, as the earlier 


years of each college were examined the data were derived 
more from documentary sources and less from interviews. Care 
was taken to collect structural data describing the organiz- 
ation in December of each year and size data on December lst 
of every year. If structural data were not available from 
December records, then any structural item which occurred at 
least once during the year was assumed to have occurred 
throughout the year. 

A description of each college in terms of age, size 


components and structural features is presented in Chapter 6. 


Instruments and Scales 

The two instruments used were an interview schedule 
and a quantification schedule. These were Newberry's 
instruments which were modified from the Inkson et al. (1970a) 
short form of the original Aston instrument. The original 


instrument had sixty-four scales which were reduced to thirty- 


three to measure six structural variables. Some of these 
sixty-four were major dimensions: some were subscales: and 
some were summary scales (Pugh et al., 1968b:70). Inkson 


further reduced these to ten scales of which three, function- 


al specialization, formalization of role det2w. tien, and 
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80 
autonomy were structural scales. As the discussion in 
Chapter 3 reported, Inkson et al. (1970a:320) found that 
functional specialization and formalization of role definition 
together correlated with the original Aston factor, Struc- 
turing of Activities, (r = 0.97) and that autonomy correlated 
with the Concentration of Authority factor (r = 0.93). These 
two factors accounted for 52 per cent of the total variance 
of which the original four-factor solution, after rotation, 
accounted for 73 per cent (Pugh et al., 1968b:85). 

Newberry's (1971:51-54) modifications to the struc- 
tural section of the short form included word-substitutions 
and the reintroduction, from the original sixty-four scale 
instrument, of the scales of centralization and those with 
the highest factor loadings on the original Aston factor, 
Line Control of Workflow. These scales were recording of 
role performance, percentage of clerks, and standardization 
of procedures controlling selection and advancement. In 
addition some new items were added. The new items, additions, 
and the word-substitutions were utilized to make the instru- 
ment more applicable to post-secondary educational 
institutions. The Line Control of Workflow scales were 
introduced for exploratory purposes. Thus, Newberry had 
twelve structural scales by adding the scales of chief 
executive span, subordinate ratio, percentage of super- 
ordinates and percentage of non-workflow personnel. 

Concerning the scales themselves, Table 4.1 compares 


the characteristics of the scales used in this study with 
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82 
Newberry's (1971:69) by reporting two ranges, the range of 
the scale and the range of raw score responses. In this 
study N = 77, the total number of years the five colleges 
have existed as colleges. This was also the total number of 
observations. 

This study used the Newberry instrument in an 
unmodified form. Unlike Newberry's, this study did not 
subject the items to a scalogram analysis in order to deter- 
mine whether they formed a Guttman scale. Newberry (1971: 
59-64) reported dropping two items from specialization, three 
from documentation, two from recording role performance, 
twenty-two from standardization, none from autonomy and 
thirty from centralization because these had a Brogden 
coefficient of less than .40. This study used the fifteen 
Standardization items Newberry used for computational pur- 
poses. Unlike the Newberry study, this study considered 
centralization to be formed of eighteen items with each item 
having a response from 1 to 6 thus producing a total scale 
range of 18 to 108 rather than considering each of the six 
possible responses to each of eighteen items as having a 
value of one and producing 108 centralization items. All 
Newberry items were included on the basis of the exploratory 
nature of the present study. 

This study, like the previous studies, assumed that 
each variable scale was continuous or quasi-continuous even 
though many items were dichotomous. This assumption is 


based upon the Levy~Pugh (1969:198-199) discussion of the 
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83 
biserial correlation coefficient for item analysis. The 
authors admit that "The scales cannot uniquely be labelled 
as ‘racio’ or “interval” or ‘ordinal’,” ‘They noted that 

- - . in spite of this uncertainty meaningful 
relationships are found between scales... . 

where high relationships are achieved between 
operationally independent scales, there is 

reassurance that there cannot be much wrong with 

their definition. . . . High levels of relationships 
found here re-affirm that whilst the original scaling 
operations were to a degree ad hoc they provide viable 


scales--a useful taxonomic structure--for future work 
(Levy and Pugh, 1969:212). 


DATA TREATMENT 


Following the collection of data the numerical 
responses to each item within each of the scales, special- 
ization, documentation, recording role performance, 
centralization, autonomy, and standardization were summed 
to produce a raw scale score. The formalization score was 
the sum of the documentation and recording role performance 
scores and replaced these two scales. The analysis of these 
scales showed that there was a consistently high relationship 
between formalization and Ene two component scales (r > .95) 
and consistent loadings of the three scales on one factor of 
greater than .800 in six- to two-factor solutions. The raw 
scores of the five configuration scales, chief executive 
span, subordinate ratios, percentage of non-workflow person- 
nel, percentage of clerks, and percentage of superordinates 
were derived from the numbers of administrators, instructors, 


first level supervisors, and non-instructional staff as well 
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as from organization charts. 


Data Standardization 
For within- and between- colleges comparisons 
Over time, structural data and factor scores were standard- 
ized to X = 50 and S.D. = 15 (Pugh et al., 1968b:81) and 
Size data were converted to logarithms (PLATES I and II, 
p. 123). For examining and comparing relationships between 
variables and factor scores the size data were untreated. 
The following method was used to standardize the 


structural data. 


Xi - x! 


Standard Score = 50 + 15 = 





where Xi = the individual score 
pd ; (2x3) = the grand mean 
N 
n = the number of years per college 
N = the number of colleges 
Ss 
h 


1 1 1 1 1 
- +—+—+-—- 4+ = 
Ni Nn2 n3 ny ns 


The grand mean accounted for the two different Ns. 
The harmonic mean, h, was used to weight the variance 
(Ferguson, 1971:274) between samples of unequal size i.e., 
colleges of unequal ages. It was modified by reducing the 


numerator from 5 to 1. This produced standard score ranges 
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similar to raw score ranges and affected neither correlation 
coefficients nor factor loadings. 

Because of this use of the harmonic mean to standard- 
ize the structural data, care must be exercised when direct 


comparisons with the Aston taxonomy are made. 


Establishment of Analytical Time Periods 


In order to examine changes in the relationships 
between variables and in structural factors within each 
college and within Alberta colleges, time periods were 
established. When combined these time periods formed 
analytical time periods (ATPs). This study assumed that in 
all colleges, except Mount Royal, one year was one time 
period. In the case of Mount Royal fifteen time periods were 
identified on the basis of the fifteen clusters of years 
formed when each year was described by two factor scores 
(Appendix C). To form ATPs the time periods were considered 
in groups of two cross-lagged by one time period. Thus, as 
Table 4.2 indicates, each group of two time periods formed 
one analytical time period. The cross-lagging resulted in 
fourteen ATPs due to the age of Mount Royal College. 

The procedure permitted greater adherence to the 
linearity rule (p. 87) and assumed a continuous development 
of structural characteristics. Table 4.2 shows that the 
procedure also resulted in a variation of Ns since each year 


of each college was considered as a distinct case. 


Correlation Coefficients 


The Pearson product-moment correlation coefficient 
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was used to examine all relations since the scales were 
assumed to be "continuous or quasi-continuous" (Levy and 
Pugh, 1969:198). Hays (1963) stated that the descriptive 
statistics of regression and correlation could be used if 
there were N distinct cases each having two scores and that 
no assumptions about the form of distribution were required 
provided that a linear rule was implicit. Correlation 
matrices were established for two main groups of the data. 
The first group (N = 77) included all data from all years 
each college was functioning. The linearity rule may have 
been violated in some instances. However, as Levy and Pugh 
(1969:205-212) have argued, this violation is offset since 
(a) ". . . we would not necessarily be satisfied with 
achieving a goed fit” Lor its own Bake.” (hb) the factor 


analytic model provides a plausible and parsimonious 
multi-dimensional »measurement theory. ...," (c) “. .-+ too 
much attention should not be paid to the fine details of the 
numbers which result from the analysis." On these bases and 
the fact that the variables scores are, in effect, repeated- 
measures a significance level was not established. 

The second group of data was the scores of the 
variables in each ATP. To examine changes in relationships 
between variable pairs (Subproblem B6, p. 117) and between 
structural factors and age and size variables (Subproblem D2, 
p. 147) correlation coefficients were established for each 


of the fourteen ATPs. Inter-correlating the ten structural, 


one age and three size variables resulted in 136 variable 
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pairs. In order to determine, and thus to report, the 
changes in only the most significant pairs a frequency table 
(Table 4.3) was established. This table shows the number of 
ATPs in which r > + .50 if the N of an ATP exceeds 8 and 

r> + .70 if N is 4-6. For expressing relationship patterns 
between age, size and structural variables, variable pairs 
with frequencies of 6 or greater were reported. For expres- 
sing relationship patterns between the structural variables, 


variable pairs with frequencies of 5 or greater were reported. 


Table 4.3 


FREQUENCY OF PRODUCT-MOMENT CORRELATION COEFFICIENTS BETWEEN 
.50 AND .60 (N=18-8) AND GREATER THAN .70 (N=6-4) 
OF ALL VARIABLES IN 15 TIME PERIODS 
CROSS-LAGGED BY ONE YEAR (=14 ATPs) 
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Factor Analysis 
The ten structural variables were subjected to 


principal-components analysis using varimax orthogonal 


rotation to achieve six-, five-, four-, three- and two- 
factor solutions (Harman, 1960). In all these solutions 
N= 77. The four- and three-factor solutions were matched 


with the original four-factor matrix reported by Pugh et al. 
(1968b:85) using the method described by Ahmavaara (1954). 
On the basis of the three-factor solution accepted, standard 
scores with Mean = 50 and SD = 15 were derived for each 
factor for every year of each college. The method used was 
that described by Harman (1960:337-348). 

The factor scores obtained were used for several 
purposes. When N = 77 each of the factor scores was 
correlated with age and size variables (Subproblem Dl, p. 145). 
When changes in the structures of each college were considered 
(Subproblem C4, p. 140) the mean of the standardized scores 
of each factor in the years which formed an ATP (Table 4.2, 

p. 86) was the’ ‘score of “that factor “for that ATP. To 
identify possible growth stages (Problem E, p. 153) the 
grand mean factor scores were calculated for each of the 
fourteen ATPs of the colleges taken as a group. The ATP 
factor scores were plotted along two factor axes and the 
ATPs grouped according to the way these scores clustered. 
This procedure permitted the establishment of stages which 
were compared with the growth model (pp. 22, 64) and the 


Aston taxonomy. To identify stages through which each 
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college might pass the ATPs, as described by the mean 
factor scores for the included years of each college, were 
Clustered for each college. The clusters were then compared 
with the general college growth stages. 

The procedures for establishing a basis for com- 

parison between the Aston taxa are presented in detail in 
Chapter 8 (p. 172) in the context of the presentation and 


discussion of the findings. 
SUMMARY 


This chapter described this study as an exploratory, 
quantitative and non-quantitative case study. It described 
the manner in which: 

1. longitudinal data were obtained with Newberry's 
instrument and were treated in accordance with the Aston 
methodology 

2. data for each year of each college were collected 
from at least three sources and standardized 

3. variables were correlated in two groups 

4. overall relationships between variables and derived 
factors formed the first analysis group 

5. fourteen analytical time periods were established 

6. the relationships in each analytical time period 
formed the second analysis group 

7. mean factor scores for each analytical time period 
were plotted and the resulting clusters were analyzed and 


compared with the Aston clusters (taxa). 
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Chapter 5 


AGE, SIZE AND STRUCTURAL CHARACTERISTICS 
OF COLLEGES 

The fourteen variables as they were characteristic 
of each college separately and the five colleges collectively 
are presented and discussed in this chapter. Problem A, 
which was concerned with size and structural characteristics 
of each college and the changes which occurred in each 
characteristic, is discussed first.. Problem B,.which. was 
concerned with characteristics of the colleges, considered 
collectively, is examined in the second part of the chapter. 
The main emphasis in the second part is on the changing 
patterns of relationships between size and structural 
variables. 

Throughout the discussion of the quantitative 
findings in this chapter reference will be made to the non- 
quantitative findings as they are presented in narrative form 
in Appendix J. These findings describe the history of each 
college in terms which can be considered as the background 
against which structural change occurred. During the process 
of collecting and analyzing the size and structural data, 
several dimensions of community college operations became 
isolated. These dimensions were enabling legislation, chief 
executive succession, the kind of governing body, the 


location and physical facilities, and the programs. 
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PROBLEM A, COLLEGE SIZE AND STRUCTURAL CHANGES 
What changes have occurred in the size and structural 
dimensions of each publicly-supported Alberta commun- 
ity college since its inception? 
Two main dimensions of this problem were identified. 
The first was whether or not a change had occurred in each 
variable in each college since its first operating year. The 


second dimension concerned the magnitude of the changes. 


Subproblem Al, Size Characteristics of Colleges 

What was the number of administrative personnel and 

instructors, of total employees and of students in 

each college in the first operating year and in 1971. 

Colleges showed increases between the first year 

of operation and 1971 in all size dimensions (Table 5.1). 
The first size variable, number of administrators and 
instructors, was subdivided and showed increases in each 
subdivision. Both Mount Royal and Lethbridge Community 
colleges showed the highest as well as the greatest variation 
in percentage increases of size variables. Though Red Deer 
College had a smaller percentage increase in students (492%) 
than did Lethbridge Community College (2600%)., it had. higher 
increases in instructors and similar increases in adminis-— 
trators. Red Deer College also showed a variation in 
percentage increases between variables. The first two 
colleges had increases in administration which were higher 
than all other size increases except student enrolments. 


Red Deer College had an administrative increase higher than 


all other size increases. 
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Table 5.1 also shows that Medicine Hat and Grande 
Prairie Regional colleges had both the lowest percentage 
increases and the least variation between various size 
increases. Grande Prairie Regional College had the lowest 
percentage increases. Both colleges were characterized by 
having only one chief administrator since their inceptions 
and, with the exception of Red Deer, the lowest rates of 
program change and program expansion. These findings 
suggested that, colleges can achieve a change in size 


dimensions which is similar to changes in student enrolment. 


Subproblem A2, Structural Characteristics 


of Colleges 

What was the magnitude of each of the ten structural 

variables in each college in the first operating year 

and in 19771? 

Table 5.2 shows that in 1971, Lethbridge Community 

College was the most specialized, had the greatest amount 
of autonomy, had the highest percentage of non-workflow 
personnel, and, like Mount Royal College, was the most 
formalized. Conversely, in 1971 Grande Prairie was the 
least specialized, the least standardized, and had the 
lowest subordinate ratio. Red Deer College was the most 
standardized and had the highest subordinate ratio and 
percentage of clerks. Medicine Hat College was the least 
centralized and had the lowest percentage of clerks and 
superordinates. Mount Royal College had the highest per- 


centage of superordinates and, like Medicine Hat, had the 


lowest chief executive span. 
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In the first operational year, Mount Royal College 
was the most specialized, formalized, centralized, like 
Medicine Hat, and had the highest chief executive span and 
percentage of non-workflow personnel. It had the lowest 
percentage of clerks and, like Red Deer, the lowest per- 
centage of superordinates. In its first year Medicine Hat 
College was the most standardized and, like Lethbridge, was 
the least formalized. 

When differences between the first years and 1971 
were examined, Table 5.3 shows that scores of all structural 
variables increased except centralization, chief executive 
span, and subordinate ratios which either decreased or had 
small increases. Lethbridge Community College showed the 
greatest increases in specialization, formalization, and, 
like Red Deer, standardization. It also had the greatest 
increase in the percentage of non-workflow personnel. This 
college had the least decrease in centralization of decision- 
making, chief executive span and subordinate ratio. Mount 
Royal College had the greatest increase in autonomy, and the 
greatest decrease in the chief executive span and the per- 
centage of non-workflow personnel. It also had the greatest 
increase in the percentage of superordinates and, like Red 
Deer, in the percentage of clerks. Conversely, Grande 
Prairie had the least increase in specialization, the 
percentage of clerks and non-workflow personnel and the 
greatest decrease in the subordinate ratio. Unlike the 


other colleges, it had a slight increase in centralization. 
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Red Deer College was exceptional in having an increase in 
the subordinate ratio. Medicine Hat was exceptional in 
having decreases in the percentage of clerks and super- 
ordinates. 

The findings presented above suggested that, as 
colleges age structures tend to become more complex and 
decision-making more decentralized. However, the search for 
a more detailed but still general pattern of college struc- 
tural development by an examination of specific colleges was 
unrewarding. 

Each college had unique structural and environmental 
characteristics. The high structural scores in the first 
operating year of the junior college division of Mount Royal 
College perhaps were a result of the previous twenty-two 
years the college was operating. At Lethbridge Community 
College the loss of university transfer programs in 1967 may, 
in part, have influenced the structural development since that 
time. Overriding all these concerns was the apparent effect 
on structure of the leadership styles of both the chief admin- 
istrator and the members of the board of governors/trustees, 
particularly in the first operating year. It can be argued 
that if factors such as those identified above were operative 
then perhaps irregularities would be noticed in the develop- 


ment curves of each variable. 


Subproblem A3, Changes in Size and Structural 


Variables 


What changes have occurred in the magnitude of the 
three size variables and the ten structural variables 
in each college between its first operating year and 
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PLATES I to VII inclusive show the changes which 
have occurred in the standardized scores of each variable in 
each college. In PLATE I the two size variables, number of 
administrators and instructors, and number of employees, are 
shown for each college. The horizontal axis indicates the 
age of each college by showing zero age as the first year of 
operation. The vertical axis indicates the size expressed as 
logarithms (base E). 

All colleges showed a steady increase in the number 


of administrators, instructors and employees. Lethbridge 


Community College had a significant reduction in both size 
variables in 1967 due to the loss of its university transfer 
programs to the University of Lethbridge. 

PLATE II presents the third size variable, number 
of students. All colleges showed steady increases in enrol- 
ments with Mount Royal showing a sharp peak around 1946 and 
Bee: Bee 

PLATE II also shows the structural variable, special- 
ization. Each college had little change in its early years. 
With the exception of Grande Prairie Regional College, each 
showed a sudden increase at one time point. In the case of 
Mount Royal College this increase coincided with its change 
to a public institution when it was at age thirty-four in 
1966; in the case of Lethbridge Community College, in 1967 
when the college offered primarily technical/vocational 
programs under a new president; in the case of Medicine Hat 
College, with the advent of the Alberta Colleges Commission; 
and in the case of Red Deer College, with the introduction 


of diploma programs. 
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The structural variables formalization and central- 
ization are presented in PLATE III. Each college showed 
irregular increases in the number and types of documents 
maintained and the degree to which role performance was 
recorded. The only college showing a decrease and then an 
increase was Mount Royal College, first in 1941 and second 
in 1959. In both instances there was a change in chief 
administrator. Concerning Red Deer and Lethbridge colleges, 
a change in chief administrator coincided with a sudden 
increase in formalization. Centralization, on the other 
hand, showed steady decreases except in Lethbridge Community 
College following 1967 and in Grande Prairie Regional College. 
In both Lethbridge Community and Mount Royal colleges all 
sudden increases in decentralization occurred immediately 
prior to a change of chief administrator. 

Autonomy and standardization are presented in PLATE 
Iv. Each college had long periods when its decision-making 
relationships with a governing body remained constant. Three 
colleges, Lethbridge Community, Mount Royal and Red Deer 
showed marked increases in autonomy coincident with the year 
following the passage of The Colleges Act in 1969. Both Red 
Deer and Mount Royal colleges exhibited sharp increases in 
autonomy within the first two or three operating years. All 
other colleges showed a static relationship with their 
governing bodies for the first few years. 

Standardization of recruitment and selection pro- 
cedures increased in all colleges but Medicine Hat. Low 
points in the standardization curve of Mount Royal College 


coincided with a change in chief administrator. This 
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variable, like formalization, appeared to reflect an 
Operating style of the chief administrator. 

' Among the configuration variables shown in PLATES V 
to VII, chief executive span, subordinate ratio, and per- 
centage of superordinates showed overall decreases. Chief 
executive span showed a curve with crests occurring when 
student enrolments in colleges were between 100 and 300. 
Lethbridge showed a crest in its tenth year which coincided 
with a change in president and a change in purpose. In most 
cases the size of the subordinate ratio also showed a curve 
rather than a straight line with the crest preceding that 
of the chief executive span except in the case of Medicine 
Hat. In all colleges, except Mount Royal, the percentage of 
superordinates crested after the chief executive span. These 
findings suggested that increases in age and size related to 
a decrease in the span of control of an increasing number of 
administrators (Table 5.7, p. 118). 

The other configuration variables, percentage of 
clerks and non-workflow personnel, increased. The sharpest 
increases in all cases were coincident with program expan- 
sion. In the case of non-workflow personnel only, the 
increase was also coincident with a move to a new geograph- 


ical site and/or new physical plant. 


PROBLEM B, RELATIONSHIPS BETWEEN AGE, SIZE 
AND STRUCTURAL VARIABLES 


What were the relationships between age, size and 
structural variables in Alberta community colleges? 
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This problem emphasized the characteristics of the 
Alberta community college as it was representative of one 
type of formal organization. The subproblems formed two 
groups. Subproblems B2, B3, B4, and B5 were concerned with 
the relationships between variables. Subproblems Bé6 and B7 
were concerned with the changes which occurred in the 


relationships between selected variables. 


Subproblem Bl, Characteristics of College 
Variables 


What were the characteristics of the three size and 
the ten structural variables in colleges? 


The characteristics of the three size and ten 
structural variables are presented in Table 5.4 under the 
headings of range, means, and standard deviations. The 
number of administrators and instructors ranged from 9-147 
Srroe ecco, toca ene yees trom 107204 (o.0. S1.05)7 and 
students from 34-2797 (S.D. 499.08). Of the five main 
structural variables, specialization had the greatest range 
and showed the most variation, almost two standard deviations. 
Autonomy had the smallest range and showed the least vari- 
tion, less than one standard’ deviation. Of the five 
configuration structural variables, chief executive span had 
the greatest range and the most variation, while percentage 
of non-workflow personnel had the smallest range and the 
least variation. The colleges' years therefore were most 
similar in terms of autonomy and percentage of non-workflow 
and most different in terms of specialization and chief 


executive span. 
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Table 5.4 


CHARACTERISTICS OF SIZE AND STRUCTURAL VARIABLES 
OF ALL COLLEGES IN ALL YEARS (N = 77) 
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Subproblem B2, Relationships Between Age and Size 


What were the relationships between age and each of 
the three size variables in colleges? 


Table 5.5 shows that there was a high but not a 
perfect relationship between age and each of the size vari- 
ables. Age related to the number of administrators and 
instructors (r = .70), to the number of employees (r = .74) 
and to the number of students (r = .57). The last cor- 
relation was less significant in view of the rapid increases 
in enrolments in most educational institutions in the last 
fifteen years, the period of time most inclusively examined 


in this study. 
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PRODUCT-MOMENT CORRELATION COEFFICIENTS BETWEEN 
AGE AND SIZE VARIABLES (N = 77) 
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Subproblem B3, Relationships Between Size 
Variables 


What were the relationships between each of the 
three size variables in colleges? 


Among the size dimensions Table 5.5 shows that the 
number of students related more strongly to the total number 
of employees (r = .92) than to the number of administrators 
and instructors (r = .89). This finding suggested that 
student numbers may have had a greater impact upon the 
college organization as a whole rather than on only the 
college's instructional processes. The highest relationship 
was found between the number of administrators and instructors 
and the number of employees (r = .96). This was partly 
because administrators and instructors formed the greatest 
proportion of the number of employees and partly because 
the other components, number of clerks, custodians, book- 
store managers, and cafeteria and residence supervisors were 


supportive to administrators and/or instructors. 
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Subproblem B4, Relationships Between Structural 
Variables 


What were the relationships between each of the 
ten structural variables in colleges? 


The relationships between structural variables, 
presented in Table 5.6, can be considered in three groups; 
relationships between the five main variables, between the 
five configuration variables and between the variables in 
these groups. 

Specialization related strongly with formalization 
(cr = .82) and standardization (r = .62) and negatively with 
centralization (r = -.45). These findings suggested a close 
relationship between the development of specialties and 
documentation, recording role performance and procedures 
for recruiting and selecting more specialized personnel. 
These findings approximated the Aston findings (Pugh et al. 
1958b) but were not found by Newberry (1971). 

Formalization was related positively to autonomy 
(xr =*.60) and standardization (r = ".54) and negatively to 
centralization (r = -.48). These findings suggested that 
procedures for recruiting and selecting were related to the 
use of documents. They were similar to those found by 
Newberry (1971). However, Newberry (1971) found that 
formalization related negatively to autonomy and positively 
to centralization. He concluded that the greater the amount 
of centralized decision-making the greater the reliance on 


documents to define and record role performance. This study 
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suggested that this reliance was directly related to 
decentralization of decision-making and to increasing 
autonomy of the organization. This suggestion implied that 
documents may have been used to control a decentralized 
decision-making process. 

The directions of all structural variable relation- 
ships found in this study were almost the same as those 
found in the Aston Studies. The Aston studies found a 
slight negative (r = -.02) relationship between formal- 
ization and autonomy. 

Like Newberry (1971) and the Aston studies this 
study found a strong negative relationship between central- 
ization and autonomy (r = -.72). Thus decentralized decision- 
making was associated with increased autonomy. However the 
reverse situation also seemed possible. Centralized decision- 
making at the chief executive level was associated with 
increased involvement by governing bodies in college 
operations. 

Among the configuration variables only weak 
relationships were found. The subordinate ratio related 
negatively to the percentage of superordinates (r = -.45) 
which suggested that the span of control of each administra- 
tor decreased as the number of administrators increased, thus 
resulting in a "tall" structure. This was similar to the 
Aston correlation of r = -.50. 

The main relationships between the configuration 


and other structural variables were: specialization related 





eff ; 
ot betsiox yitostib esw somsifex aidt Jad? 





eniessront oF sad pnitsm-noteiosb to talents 


tes botigqmt npiguaoewe eid? .noidjssiasp1ro edt to wraioué 


bestisrtasosbh s [Loutnop ot bsay need svad ysm 2etnomusob . 
; 


.28900%g alee (8 26 

-nottsletr sldsixsv [siusourse Ils to enoisoerrb edT ; 
s20dt 25 omse ola teomis sisw ybude eid? ak bavot agide 
5 bavot esibute nosteA siT .eoibuse noseA ong “~ bavo2 
-{smit0i neswied qidanoijsls1 (S$0.- = 31) svisspsn sipite 
-ymonotus bas noitsst 

atds esitbude noteA sds bis (1Ve@l) yuxredwe outed 

-Isitns> asewied gidenoisgsis1 svitspen proise 6 bauor ybuse 
-Notetosb besifsxztneoshb euAT .(SV¥.- = +) ymonodgus bas noktsst 


edt 1rsvewoH .ymonotus bseassr1ont dtiw bedstooses esw palaem 
, p 


-moieioeb besilsistns) .sldieeoq bemsse oals notiszausia eeteverx 


7 
dtiw bststooees asw level evisuosxs teido ed? ts patism 


epsiloo ni aotbod painisvop yd +nomeviovat Beaperont 
: 
-enoists1sqgo 


ie 









' <3 


(@B,- = 1) astsnibrorsque to Sspsinesisg sit oF 


Asew yino 2aeldsiisv noijtsiupitnos eA? promA ' io . 
' 
betslex citex stemibyedye siT .havot stow EE 


“<) 






116 
strongly to the percentage of non-workflow personnel 


(cr = .54), formalization to the percentage of clerks 


(rx -64), and percentage of non-workflow personnel (r = .61), 
and centralization related negatively to the percentage of 
clerks (r = -.56). The findings suggested a close relation- 
ship between a percentage increase in support staff and the 
development of specialities and reliance upon documents. A 
decrease in the percentage of support staff was associated 
with more centralized decision-making. 

These findings are generally congruent with Newberry's 
(1971) observations with the exception that the present study 
found a tendency for the percentage of clerks to decrease as 
the percentage of superordinates increased. These findings 
were, however, similar to those of the Aston studies. 

In general terms, the relationships found by this 
study more closely approximated those found by the Aston 
studies than by the Newberry study. One major exception was 
that, like the Newberry study and unlike the Aston study, 
the chief executive span was negatively related to all main 
structural variables except centralization. Perhaps decreased 
functional control through reporting relationships can be 


replaced by control through structural features. 


Subproblem B5, Relationships Between Seructura. 
and Size and Age Variables 


What were the relationships between age, the three 
size variables and each of the ten structural variables? 






















lonaeeteq woltAiow-nen te spstan90159q ond o* yLpno: se 
axisio to spstnmeousq edt of noitssilsmrot 6B 9 fs +) - 
7 
. (£38. = *%) Loennoexsq woltawow-non to spstnsorsq bas ha, =m a 
o 
to spsinecoreq sit ot ylovitspen bessilex noijesissisnes, bas 
1 - 7 
, 


-nottsisx s2olo s bstaeoppya epnibnit sdT .(a.- = =) nae. 7 


7 


ee 
ot Gusieei ie e ey Aware -& + f : 
vas 3S Oe bas Iz 53 se J9 oqaue RI SBASID SPS iMBOi19q % asewied qide od 
; 
A .ed¢memusob noqu sontsile: bas esisiifsioage to jnomgoleveb 


betsinoeas esw tisde txoqqwe to spscnso18eq efd at ares 


3 
: 
2 
n 
td 
> 
v 
43] 
ne 
2) 
| 
> 
oi 


4 
th 
® 
3 


epnidbnk sasdt ~ 
ybute tneasirq eft ted? moistqeoxe eit dziw enoitsvisedo (iver) 


. oa 
28s Ssese1ceb of atteto to spsidneoredq sit st02 yonebnes s sae 
. i 


2pnscbnit sean ~Dbseseetont aestanibirocisque to 
/ E 
ono bh Bare to oe Ato tw e : —.T I ot — ~ ws -- 
.gerbuse mozgeA ert To seory o3 tsltmLeae , 
7 ~ = — 4 o 4 ~ ~ 
efits yd Drs agidanorist: x oct emuist 
mo 4 aT. os Wetiteb s20rn3 c ¢ re a vieerec 
note Jil (u /e > Bi i J3£ wd : ¥ pas Boel 
. | ah ss ~—ono cre ae e Lea abos awe er co riusre tt ~~ = : £4 
esw noitqeoxs i10fsm esmO .ybuse yii9sedwsht sdz yd asd 


,yYSuse soteA oft oAxitnu bas ybustea yrisdweik srs sAbL. err: 
aiem [is o¢ botslex ylevitspen esw asge svitucexs 26iddo ond . 
- edt dy - 

beasstosb eqen194 ao tdssiisxsass tqsox9s esidsiizsv loam 
: Fj 

‘ed aso eqidenoitsior pats zoqe x dpe o1ds forsjnos cna 
ae 









-_ = 

8 rev 

La L301 . 
- 





.eomwsss? Seausousse devon ethnic: vd Be boo 


7 a - 7 
Pi re i “— — p 1S, eat ; 7 
ouise _geoee 96 bes Ssinecs a Bl va ig & sila 
~ geldshasY oph Bie E 


a 
ib 








— - 





Eh? 

Table 5.7 shows that age was related to standardiz- 
ation (r = .68), specialization (r = .59) and the percentage 
of superordinates (r= .63). <All three size variables, as 
would be expected from their high inter-correlations (p. 112) 
showed strong relationships with specialization, formaliz- 
ation, standardization, centralization (negatively) and 
percentage of clerks. There was a slight negative 
relationship with chief executive span. Of the size 
variables, the number of students showed the lowest relation- 
ships with all structural variables except the percentage of 
clerks. 

These findings suggested a positive relationship 
between size, particularly in the areas of administration 
and instruction, and the number of specialties, the reliance 
upon documents for describing and recording role performances, 
the establishment of procedures for recruiting and selecting 
staft, aildecentralization of decision-making, and the per- 
centage of clerks. With increasing size colleges had 
decreasing chief executive spans and subordinate ratios 
i.e., become more pyramidal. These findings supported those 
of the Aston Studies. 

Subproblem B6, Changes in Relationships Between 
Age, Size and Structural Variables 
What changes have occurred in the relationships 
between age, the three size variables and selected 
structural variables in colleges? 


The means of each size and structural variable in 


each analytical time period (ATP) are presented in Appendix 
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E. In colleges as a group, specialization, formalization, 
autonomy, standardization, percentage of clerks, and 
percentage non-workflow personnel increased over the time 
periods while centralization decreased. Both the subordinate 
ratio and the percentage of superordinates increased and then 
decreased while the span of the chief executive decreased, 
then increased and later decreased. All size variables 
increased. 

The relationships between the age, size and 
structural variables are presented in Table 5.8. In both 
the earlier and later ATPs age showed high positive relation- 
ships with the number of employees (ATP 1, r = .71, ATP 2, 
Yr = 45, S40?) 13 wba 17S Aieel4, re~.d3). dn theemiddte 
ATPs weak negative relationships were found (ATP 6, r = -.06, 
ATP 7, r = -.21). Strong positive relationships between age 
and the number of students were found in the later ATPs 
(AED S14) eee ety Boy AUP S12) res). 68 -oATP 135 Bye eb2eeh tr ols) 
pemes70)3 

These findings suggested that in the earlier years 
the colleges emphasized the recruitment of personnel. This 
emphasis also occurred in the later years. These later 
years were characterized by rapid program change. However, 
the sample for ATPs 8-14 inclusive comprised only Mount Royal 
and Lethbridge Community colleges. 

Though age showed high positive relationships with 
Standardization at certain ATPs (ATPs 2, 3, 4, 5, 8, 9, 10, 


11, 14) no specific pattern was apparent. However, all 
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relationships were positive which suggested that standard- 
ization of procedures for recruitment and selection may be 
a direct function of age at any time. Some high negative 
relationships were observed between age and the percentage 
of clerks which suggested that at anytime the percentage of 
clerks tended to decrease. 

The relationships observed between the various size 
variables (p. 112) appeared to be maintained regardless of 
the age of the college. 

The relationship between the number of adminis- 
trators and instructors and specialization was high in the 
Micelle ana Later ATPs’ {ATP 5, r= .69, ATP’ 6, © =".68, ATP 7, 
ee 7) ei Bie aot = 2, AIP 13’, t= .15). These perrods 
coincided with periods of rapid program change which may 
have necessitated an increase in specialisms among support 
activities...The relationship of this size variable with 
formalization was strongly positive in the early years and 
progressed steadily towards a strongly negative relationship 
in the later years. 

The general pattern seemed to be that as colleges 
increased the number of administrators and instructors they 
also increased the amount of documentation defining and 
recording role behavior. 

The patterns observed between the number of admini- 
strators and instructors and selected structural variables 
were also apparent between the number of employees and the 


same structural variables. This size variable also showed 
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consistently high positive relationships with specializ- 
ahions (ATP Up ree Mlk; ATP 6fF r = .73).ATP 8, © = .74, ATP 13, 
r = .69). The relationship between number of employees and 
percentage of non-workflow personnel progressed from high 
positive relationships to high negative relationships. This 
could be anticipated in view of the same pattern having 
occurred between this structural variable and age. 

The final relationship pattern involving size was 
that formed by the relationships between the number of 
students and specialization. The general pattern was from 
no relationship to strong positive relationships. This 
suggested that specialization as a direct reflection of 
program change was, at least partly, a function of the number 
and requirements of students. 

Subproblem B7, Changes in Relationships Between 
Structural Variables 


What changes have occurred in the relationships 
between selected structural variables in colleges? 


Table 5.9 shows four different patterns of relation- 
ships. The first pattern consisted of those pairs of 
variables which showed high positive relationships in the 
early years progressing to high negative relationships in 
later years. These pairs were specialization and formaliz- 
ation (ATP liir = .85, ATP 13, r.=-.59), percentage of,non- 
workflow personnel and specialization (ATP 1, r = ,86 @ATP 12, 
r = -.68), stHhndardizatioh AATP 3, x =%50y ATE 14), £ = -.68), 


percentage of superordinates (ATP 3, r= 51 ATP 13, 
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r = -.59, and centralization and percentage of super- 
Grdanaces la ATPo 39ic¢ <9 S2qwATP ddn,ert = -n78): 

These findings suggested that the early years of 
college development were characterized (a) by decision- 
making in the area of standardization being delegated only 
to other administrators, and (b) by specialized activities, 
though few, being undertaken by support staff whose 
performance was defined and scrutinized. In the later 
years decision-making, in areas other than personnel matters, 
became delegated to lower levels. Specialized activities, 
though increasing, were accompanied by a decrease in the 
percentage of support staff. 

The second pattern of relationships showed high 
negative relationships in the early years and, high positive 
relationships in the later years. It was exemplified by the 
relationships between autonomy and chief executive span 
(ATR.12~ res es S2aphATP: Way xc nd63)>randeybetween ichie£ -execu- 
tive span and percentage of non-workflow personnel (ATP 3, 
revienély ATE) la3aj)n-= .54)< 

These findings suggested that in the early years the 
chief executive, his staff and the board of governors made 
most of the operational decisions. As the college aged the 
chief executive's span became less and the board of governors 
or an outside agency made fewer decisions. The findings 
also suggested that initially, in comparison with the number 
of employees reporting to the chief executive, there was a 


low percentage of support staff. However, as the college 
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aged a higher proportion of support staff reported to 
individuals who did not report directly to the chief 
executive. 

The third pattern was that in which negative 
relationships between pairs appeared consistently. The 
negative relationship between centralization and autonomy 
previously discussed (p. 115) was found to be maintained 
except in the last two ATPs. This suggested that increase 
in autonomy was directly related to a more decentralized 
decision-making. Negative relationships between the 
Subordinate ratio and the percentage of support staff and 
Superordinates previously discussed (p. 115) were maintained 
throughout the ATPs. This finding provided further evidence 
for the observation that college hierarchies tended to become 
"taller" as they grew older. 

The fourth relationship pattern of consistent 
positive relationships was found between specialization and 
standardization. This relationship also was discussed 


previously (p. 113). 


SUMMARY 


This chapter presented and discussed those findings 
pertinent to the first two problems, the size and structural 
characteristics of each college, and changes which occurred 
in the relationships between these variables as they were 


descriptive of Alberta community colleges generally. 
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The findings are summarized below under the 


headings of age and size variables, structural variables 


and changes in the relationships between variables. 


Age and Size Variables 


vi 


ae 


All colleges increased in all size dimensions. 

Red Deer College was notable for increases in the 
administrative component; Mount Royal and Lethbridge 
Community colleges for large increases in each size 
variable; and Medicine Hat and Grande Prairie for 
the low increases in each size dimension and for 

the similar (balanced) percentage increases in 

each size dimension. 

Age and three size variables were positively and 


strongly related. 


Structural Variables 


ae 


The only structural variables which decreased in all 
colleges were centralization, chief executive span 
and the subordinate ratio: all others increased. 
Lethbridge Community College showed the greatest 

and Grande Prairie Regional College the least 
increase in structural dimensions. Mount Royal 
College showed the greatest and Medicine Hat College 
the least tendency towards developing a "tall" 
hierarchy. 

Colleges were comparatively unspecialized in their 


first years of operations. 
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4. Colleges tended to show more structural complexity 
and decentralized decision-making over time. 

5. Formalization and standardization appeared to reflect 
administrative styles. 

6. Decentralization seemed to reflect both adminis- 
trative styles and administrator-board relationships. 

7. \Support-staff variations appeared to be positively 
related to changes in the number and diversity of 
programs and to changing locations. 

8. Colleges differed most greatly in specialization and 
chief executive span and were most similar in 
autonomy and percentage of non-workflow personnel. 

9. The Aston findings of relationships which were (a) 
positive between specialization and formalization, 
(b) positive between specialization and standardiz- 
ation and, (c) negative between specialization and 
centralization, (d) negative between centralization 
and autonomy, (e) positive between formalization 
and standardization, and (f) negative between 
formalization and centralization were confirmed 
in this study. 

10. The relationships between configuration variables 
indicated that the number of administrators increased 


as the chief executive span decreased. 


Changes re a | Relationships Between Variables 


1. Age was positively related to size variables in 
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early and later years of the colleges. 
The number of employees was consistently positively 
related to specialization. 
Specialization and formalization, specialization and 
percentage of non-workflow personnel, standardization 
and percentage of superordinates, and centralization 
and percentage of superordinates showed high positive 
relationships in early years which progressed to 
high negative relationships in later years. 
Autonomy and chief executive span, and chief 
executive span and percentage of non-workflow 
personnel showed high negative relationships in 
early years progressing to high positive relation- 
ships in later years. 
Centralization and autonomy, subordinate ratio and 
percentage of non-workflow personnel, and subordinate 
ratio and percentage of superordinates maintained a 
consistent negative relationship. 
Specialization and standardization maintained 
consistent positive relationships. 


In many instances the directions implicit in 


relationships established when N = 77 were not substantiated 


when 


that 


data 


that 


specific ATPs were examined. This observation suggested 


interrelationships established from cross-sectional 


are not necessarily maintained over time. The statement 


variable A will increase with B would have to be 
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substantiated on the basis of longitudinal data if there 


is a time implication in such a statement. 
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Chapter 6 
STRUCTURAL FACTORS OF COLLEGES 


Three main concerns form the substance of this 
chapter. The first is primarily methodological and describes 
the factor analysis and the comparability of the obtained 
factors with those of the Aston studies. The second concern 
is with the factoral characteristics of each college separ- 
ately. These two concerns form the substance of Problem C. 

The third main concern is with the relationships 
between structural factors and each of the age, size and 
structural variables of the colleges as a group. Also, the 
changing relationships between the factors and the variables 
are presented and discussed. 

PROBLEM C, ESTABLISHMENT OF COLLEGE STRUCTURAL FACTORS 
Were there structural factors which changed in publicly- 
supported Alberta Community colleges? 

This problem implicitly expressed a concern for 
describing organizational structures in a more summary 
manner than that provided for by structural variables only. 
The validity of utilizing factors to describe changing 
college structures in terms of the Aston methodology was 
felt to be established if (a) the structural variables 


loaded clearly on only one factor, (b) the factors approxi- 


mated those formed by the Aston studies assuming that both 
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the Aston organizations and colleges fulfilled the criteria 
of formal work organizations, and (c) changes were observed 
in factor scores when inter- and intra-college comparisons 


were made. 


Subproblem Cl, Structural Factors 

Were there identifiable structural factors in colleges? 

Table 6,1 presents the results of applying principal- 
components analysis, using orthogonal varimax rotation, to the 
ten structural variables. From factor solutions ranging from 
eight factors to two factors the three-factor solution was 
selected as it was the lowest which produced acceptable eigen 
values and also showed discrete variable loadings. A four- 
factor solution accounted for 80.75 per cent of the total 
variance but showed three variables loading higher than .50 
on more than one factor. The two-factor solution accounted 
for 60.69 per cent of the total variance and showed one 
variable loading higher than .50 on more than one factor. 
The three-factor solution accounted for 72.85 per cent of 
the total variance. Factor I was described by specialization, 
formalization, standardization, percentage of clerks, and 
percentage of non-workflow personnel; Factor II by centraliz- 
ation (negative), autonomy and chief executive span (negative), 
Factor III by subordinate ratio (negative) and percentage of 
superordinates. 
Factor I described that dimension of structure 


characterized by specialized tasks which were described and 
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Table’6el 


FACTOR ANALYSIS OF TEN STRUCTURAL VARIABLES (N=77) 














Vari anias Commun- Factor Factor Factor 
alities I Ama ELI 
Specialization eslé e368 +126 
Formalization ~912 Pees =6096 
Standardization n5 62 23 4 0355 
% Clerks oeN2 ~475 EADS 
% Non-workflow -784 = F229 FoR Ups: 
Centralization a te =. 214 280 
Autonomy ~745 .326 060 
Chief Exec. Span *556 0 22 mae 26 
Subordinate Ratio #673 = AL93 “$0 OF =f 05 
% Superordinates AVES ~114 -062 836 
Eigen Values 1.805 SO 2.429 1.850 
% Common Variance 100.00 ce De Jomo 25.40 
% Total Variance tee he: 30.07 24.28 18.50 


controlled through documents, performed by rigorously 
selected personnel and supported by a high percentage of non- 
administrative and non-instructional personnel. 

Factor II described quite a different aspect of 
structure, that relating solely to the loci of decision- 
making one aspect of which was expressed by the chief execu- 
tives' reporting relationships. This dimension of structure 


was characterized by decentralized decision-making and few 
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employees reporting to the chief executive. These 
activities were associated with a high degree of autonomy. 
Because a factor is non-directional the opposite was also 
indicated. With increasing numbers of employees reporting 
to the chief executive, decision-making became more central- 
ized. At the same time, organizational autonomy diminished. 
The close identity between the lack of autonomy and high 
centralization may have occurred, in part, as a consequence 
of college presidents being members of their respective 
boards as well as meeting regularly with the Alberta Colleges 
Commission.?+ 

Factor III described a third dimension of college 
structure, the supervisory configuration. The negative 
relationship between the subordinate ratio and the percentage 
of superordinates was not unexpected because, given a fixed 
number of staff at any one time, one variable must be a 
function of the other. The high loadings, however, were not 
anticipated. This finding suggested that Alberta colleges 
have emphasized the number of administrators and their 


respective spans of control. 


Subproblem C2, Comparison With Aston Factors 


To what extent are structural factors in colleges 
comparable to structural factor identified by the 
Aston studies? 


A comparison between Table 6.1 and Table 6.2 revealed 





1 bersonal communication with Dr. H. Kolesar, Chairman, 
Alberta Colleges Commission, December, 1971. 
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that the structural variables which loaded about .40 on the 
Aston Factor also formed the college Factor I except for 
chief executive span: centralization and autonomy contributed 
most to the Aston Factor II and showed the same negative 
relationships: the subordinate ratio and the percentage of 
superordinates contributed to the Aston Factor III: the 
percentage of clerks formed the Aston Factor IV. In the 
Aston studies both standardization and the percentage of 
superordinates loaded above .50 on two factors. 

In order to determine the degree of comparability 
between the college factors and the Aston factors the two 
sets of factors were matched to produce relationship values. 
Two matches were carried out (Table 6.3). Since the Aston 
factors were derived on the basis of a four-factor solution 
the college four-factor solution was first used. The 
resulting match between the first factors was .92, between 
the second factors was -.96, between the third was .80 and 
between the fourth was .26. In the second match the fourth 
Aston factor, which accounted for 8.2 per cent of the total 
variance, was dropped and the remaining three Aston factors 
matched with the college three-factor solution. The match 
between the first factors was .99, between the second was 
-.94, and between the third was ./7/l. The negative relation- 
ships between the second factors in both matches is explained 
by the negative loading of the centralization variable on the 
Gnileqe Factor ii. . The relationships between centralization 


and autonomy remained the same as in the Aston Factor II. 
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Table 6,3 
COLLEGE FACTOR MATRIX MATCHED WITH ASTON FACTOR MATRIX BY 


THE AHMAVAARA METHOD (FOUR- AND THREE-FACTOR SOLUTIONS) 
a ke ee eh ee Be pi oe Pee 





Aston Factors 
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When Factor II scores for each college were derived 
(p. 89) and compared with the raw data, high scores were 
found to be associated with high autonomy and low centraliz- 
ation and low scores with low autonomy and high centralization. 
On the other hand the Aston studies (Pugh et al., 
1968b:80, 90) showed that a type of organization with a high 
score on Factor II (Concentration of Authority) also had a 
high score on centralization. Thus a high Factor II score 
indicated high centralization and low autonomy while a low 
score indicated low centralization and high autonomy. Though 


the Aston studies reported autonomy as ". . . the number of 
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the 23 decisions that lay within its [an organization] 
jurisdiction" (Pugh et al., 1968b:78), autonomy was measured 
as “lack of autonomy" the ". . . number of decisions, from 
a set list, which are taken at a higher level of authority" 
(Inkson et al., 1970a:328). By definition "lack of autonomy" 
must be positively correlated with centralization and thus 
both must have the same sign in a factor analysis. However, 
the Aston studies (Pugh et al., 1968:8) reported that central- 
ization and autonomy showed a negative correlation (r = -.79) 
and that they had different signs in a factor analysis (Table 
6.2). Therefore either the lack of autonomy scores were 
reversed prior to the act of correlating or the sign was 
reversed in both the correlations and in the factor analysis 
in order to emphasize the presence rather than the absence of 
autonomy. 

Since the college Factor II reversed the emphasis of 
the Aston Factor II, the college Factor II was renamed, 
Dispersion of Authority. 

Also on the basis of the match (Table 6.3) the Aston 
name for Factor I, Structuring of Activities, was retained. 
Due to the weaker relationship between the third factors, 


the college Factor III was renamed Supervisory Emphasis. 


Subproblem C3, Comparative Size of Structural 


Factors in Each College 


What was the magnitude of the structural factor scores 
of each college in the first operating year and in 1971? 


The factor scores for each college in these two 
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years are presented in Table 6.4. In 1971 Lethbridge 
Community College had the highest structuring of activities 
(86.97) and Medicine Hat College the least (46.74). Mount 
Royal College had the highest Dispersion of Authority (72.13) 
and Lethbridge Community College the least (62.13). Con- 
cerning Supervisory Emphasis, Grande Prairie Regional College 
had the most (53.87) and Red Deer College the least (33.87). 

In terms of the percentage increase or decrease in 
each factor, Lethbridge Community College had the greatest 
increase in Structuring of Activities (314.5%) and Medicine 
Hat and Mount Royal colleges the least (35.6%). Mount Royal 
College had the greatest increase in Dispersion of Authority 
(344.7%) while Lethbridge Community College had the least 
(5.4%). Grande Prairie Regional College was the only college 
which increased in Supervisory Emphasis (35.5%) while Red 


Deer College had the greatest decrease (-16.8%). 


Subproblem C4, Changes in Factors 
What changes have occurred in the magnitude of struc- 
tural factors of each college between the first operating 
year and 1971? 
The ATP factor scores are presented, by college, in 
graphic form in PLATES VIII and IX. PLATE VIII presents’ the 
ATP factor scores for Mount Royal, Lethbridge Community and 


Medicine Hat colleges. PLATE IX presents these scores for 


Red Deer and Grande Prairie Regional colleges. 
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PLATES VIII and IX 


CHANGES IN THE MEAN SCORES OF THREE FACTORS 
FOR EACH ANALYTICAL TIME PERIOD FOR 
EACH COLLEGE 


(Derived from Appendix G) 
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In its initial years (1932-1941) Mount Royal 
College showed a decrease in structuring its activities. 
This low emphasis was retained until approximately 1947 when 
structuring began the increase which it maintained to 1971. 
A comparison with the historical review suggested that the 
decrease was associated with the "family" type of climate 
developed by the college during the nineteen-thirties and 
early nineteen-forties. The college also initially showed 
a high degree of centralized decision-making and little 
autonomy. These two dimensions were balanced from approxi- 
mately 1947 until the college became a public institution in 
1966. Since that time decision-making became more decentral- 
ized and the college showed an increasing amount of autonomy. 
Supervisory Emphasis was low during Dr. Kerby's regime, 
increased during Dr. Garden's and reached a high point under 
Dr. Collett. Since then it has been decreasing steadily. 

Unlike Mount Royal College, Lethbridge Community 
College began with low structuring which has increased 
rapidly from 1962, when it moved to its own location. At 
this time too Dispersion of Authority was at its highest and 
has been declining since then. Supervisory Emphasis dropped 
during the time Mr. C. Johnson was principal (1963-1967) but 
has risen since to the original level. 

Medicine Hat College was most structured a year or 
two prior to moving to its new location in 1970. Like 
Lethbridge it exhibited a decreasing and then an increasing 


emphasis on supervision. During its life the college 
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showed increasingly more Dispersion of Authority, which 
began to decrease in 1970. 

Red Deer College has become increasingly more 
Structured in its activities. In its early years it was 
centralized and lacked autonomy but since then it has been 
becoming more decentralized and more autonomous. However, 
Since 1968 this increase has been less pronounced. Since 
1968 there has been a decrease in Supervisory Emphasis which 
reversed the previous trend towards increases in this 
dimension. 

Grande Prairie Regional College has shown steady and 
parallel increases in all three factoral dimensions. 


PROBLEM D, RELATIONSHIPS BETWEEN FACTORS 
AND NON-STRUCTURAL VARIABLES 


What were the relationships between college structural 
factors and age and size variables? 

When the factors were used to describe Alberta 
colleges much variation was found. Table 6.5 shows that 
Structuring of Activities had a range of 66 standard scores, 
Dispersion of Authority had a range of 62 and Supervisory 


Emphasis had a range of 7l. 


Subproblem Dl, Relationships Between SeLuctura } 
Factors and Age and Size Variables 


What were the relationships between age, the three 
size variables and each of the college structural 
factor scores? 


Table 6.6 shows that age was positively related to 


all the factors but most strongly to Supervisory Emphasis. 
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Table 6.5 


RANGES OF STANDARDIZED FACTOR SCORES FOR ALL 
COLLEGES IN ALL YEARS (N=77) 
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There was a tendency, as colleges developed, towards an 
increase in the proportion of supervisors per total number 
of employees and a reduction in the number of subordinates 
per superordinate. This, of necessity, would increase the 
number of reporting levels. 

Like the Aston studies (Pugh et al., 1969a), the 


present study found that as colleges grew older they 
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became more decentralized and autonomous. 

Structuring of Activities related positively to 
all three size variables and, as the Aston studies found (Pugh 
et al., 1969a), was most strongly related to the total number 
of employees (r = .67). As colleges gained more employees, 
activities tended to become more specialized, recruitment 
procedures became more standardized, an increasing per- 
centage of employees were support staff and documentation 
became more prevalent. 

Dispersion of Authority was also positively related 
to the size variables and related most strongly to the number 
of administrators and instructors (r = .54). These findings 
suggested that decentralization occurred more among the 
professional staff than among the support staff. 

Supervisory Emphasis was unrelated to any of the 
Size dimensions. This was unexpected in view of the relation- 
ship with age and the high relationships between age and 
number of administrators and instructors (r = .71), and 


number of employees (r = .74). 


Subproblem D2, Changes in Relationships Between 


Structural Factors and Age and Size Variables 


What changes occurred in the relationships between 
age, the three size variables and each of the college 
structural factor scores? 
Like the findings presented under subproblems B6 
and B7, the findings presented in Table 6.7 demonstrate that 


though there may be no relationship between variables at one 


point in time at other times relationships may appear. 
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In this table three general change patterns were observed 

The first pattern indicated high positive relation- 
ships in the early ATPs which progressed to high negative 
relationships in the later ATPs. This change pattern was 
exemplified by the relationships between Structuring of 
Activities and age, number of administrators and instructors 
and number of employees. Although colleges collectively 
Showed a positive relationship between age and Structuring 
of Activities (r = .47), when examined over time they 
indicated a tendency towards a diminishing relationship. 

This finding suggested that colleges, in the earlier 
years emphasized structured activities. In the later years 
structuring of activities was not emphasized. 

The relationships between Structuring of Activities 
and the size variables tended to get stronger first 
positively and then, in the case of the two largest colleges, 
weaker until there were strong negative relationships. 

These findings plus those in PLATES VIII and Ix 
(p. 141), suggested that once a college began to structure 
activities it continued to do so despite reversals in size. 

The second pattern indicated negative relationships 
in the early ATPs and positive relationships in the later 
ATPs. This was exemplified by the relationships between the 
number of students and Dispersion of Authority and Super- 


visory Emphasis. Both factors initially decreased and later 
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increased with the increases in student enrolments. 

This finding suggested that as enrolments increased 
the colleges responded by becoming more decentralized and 
having more supervision. This may have been related to 
student numbers either directly or indirectly through 
increased numbers and diversity of programs. 

This second pattern was also exemplified by the 
relationships between Dispersion of Authority and number of 
employees, and Supervisory Emphasis and the number of 
administrators and instructors. These relationships also 
may have been related to student numbers via program changes. 

The third pattern was exemplified by the relation- 
ships between Supervisory Emphasis and age. Consistently 
high positive relationships appeared. This finding 


suggested that supervision was continually emphasized. 
SUMMARY 


Three factors were found to be descriptive of 
college structures. While all were very similar to the 
first three Aston factors the first two were almost identical. 
Therefore the first factor was named Structuring of Activi- 
ties. The second factor, which emphasized the opposite 
dimension of the second Aston factor, was named Dispersion 
of Authority. The third factor was found to describe 
supervisory configuration and was named Supervisory Emphasis. 

Colleges were found to vary widely on each factor, 


and each was described in terms of this variation over time. 
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All colleges showed a tendency to increase the structuring 
of their administrative activities, to increase the decentral- 
ization of decision-making, and to become more autonomous. 
Some colleges increased and some decreased their emphasis on 
Supervisory configuration. 

Structuring of Activities tended first to increase 
and then to decrease as both age and size variables increased. 
Dispersion of Authority tended first to decrease and then to 
increase as age and size increased. Though these observa- 
tions applied to Alberta colleges generally, they were not 
applicable to all colleges at any one point in time. 

When college time periods were compared three 
patterns seemed to emerge from the relationships between 
factors and each age and size dimension. These patterns 
presented a strong implication that despite age and size 
considerations Alberta community colleges tended to become 
more structured in both their activities and their 


hierarchical configurations. 
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Chapter. 7 
GROWTH STAGES IN ALBERTA COMMUNITY COLLEGES 


The presence or absence of growth stages in 
Alberta colleges was the next problem investigated. The 
factor scores which had been generated were used first, to 
characterize analytical time periods in the life of each 
college and in Alberta colleges generally, and second, to 
characterize groups of analytical time periods as growth 
stages. The discussion of each growth stage necessitated 


a comparison with the Aston taxonomy and with the general- 


ized growth periods outlined in Chapter 2. Finally, each 


college was described on the basis of the stages of growth. 


PROBLEM E, STAGES IN THE DEVELOPMENT OF 
COLLEGE STRUCTURE 


Were there identifiable stages in the development 
of structures in publicly-supported Alberta community 
colleges? 


A main conceptual implication of this study was 
that if congruency could be established firstly between 
college growth stages and conceptual growth stages and 
secondly between college growth stages and the Aston taxonomy 
then it would be established between conceptual growth stages 


and the taxonomy. 
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In order to examine the relationship between the 
Aston taxonomy and postulated stages of growth in one type 
of formal organization, stages in the development of college 
structure had to be identified. The establishment of 
developmental stages was undertaken according to the 
procedures presented in Chapter 4 and was directed by the 


following subproblems. 


Subproblem El, Factor Scores for Each Analytical 
fime Period of Bach College 


Did structural factor scores identify certain time 
periods in college structural development? 


PLATES X and XI present the factor scores for each 
ATP plotted for each college. The horizontal axis refers to 
Structuring of Activity Scores and the vertical axis to both 
Dispersion of Authority and Supervisory Emphasis scores. 
Each ATP was described in two ways. Scores of Structuring 
of Activity were plotted first, against Dispersion of 
Authority and second, against Supervisory Emphasis. In 
order to derive the developmental stages of each college 
on the basis of quadrants, vertical and horizontal coordinates 
are indicated in each graph. 

Each college except Medicine Hat showed a general 
tendency to increase in both Dispersion of Authority and 


Structuring of Activities. In both Mount Royal and 
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PLATES X and XI 


FACTOR CHARACTERISTICS OF EACH ANALYTICAL TIME 
PERIOD OF EACH COLLEGE 


(Derived from Appendix G) 


KEY 
Horizontal Axis - Structuring of Activities 
Vertical Axis - Dispersion of Authority and 


Supervisory Emphasis 


ie - Structuring of Activities plotted 
against Dispersion of Authority 


A - Structuring of Activities plotted 
against Supervisory Emphasis 
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Lethbridge Community colleges variations in this pattern 

were most obvious. For its first twelve years Mount Royal 
College was relatively highly structured, highly centralized 
and had low autonomy. Around 1944 it became slightly less 
structured and showed a slightly greater Dispersion of 
Authority. For the next twenty years the authority dimension 
remained fairly constant while activities became progressively 
more structured. In 1966-67 the college showed an increase 
in authority dispersion and ceased structuring activities to 
any appreciable extent. In other words, the most active 
periods of change in authority dispersion were the first 
twelve and the last five years, and in structuring activities, 
the intervening years. 

Lethbridge Community College showed a very similar 
pattern though with a different emphasis. Its first six 
years (1957-63) were characterized by low structuring of 
activities and relatively high amounts of dispersed 
authority. It then became considerably more structured up 
to 1967 and concentrated its authority only slightly. 

Both Red Deer and Grande Prairie Regional colleges 
increased steadily in both dimensions simultaneously. Red 


Deer began to centralize in the second and third years of 
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Operation but reversed this in the third and fourth years. 
Grande Prairie became continually more decentralized. The 
major difference between the two colleges was the greater 
range in activity structuring in Red Deer College. 

Medicine Hat College proved to be the exception to 
the general observation that colleges became more highly 
structured over time. It showed only a slight increase in 
structuring but a large increase in dispersing authority. 

By 1970 its authority was the most widely dispersed of any 
college. 

Each college except Grande Prairie Regional showed 
an "S" shaped curve for Supervisory Emphasis plotted against 
Structuring of Activities. When structuring was low there 
was a low percentage of superordinates and a high subordinate 
ratio. As structuring increased so did the percentage of 
superordinates, while the subordinate ratio decreased. As 
structuring further increased the percentage of superordinates 
decreased while the subordinate ratios increased. With 
further increases in structuring the positions held by these 
variables in 1971 were similar to those held originally. 

Grande Prairie Regional showed no oscillation with 
increase in structuring but rather showed a steady increase 
in the percentage of superordinates and a steady decrease 


in the subordinate ratios. 
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Subproblem E2, Analytical Time Periods 
and Growth Stages 


Were time periods in college structural development 
identifiable as growth stages? 


Two steps were involved in examining this question, 
the establishment of the structural characteristics of the 
fourteen ATPs representative of Alberta colleges and, from 
this, the grouping of ATPs to identify growth stages. 

Through the procedures outlined in Chapter 4 the ATPs 
were characterized by the mean of the factor scores of col- 
leges in each ATP (Appendix G). The ATP factor scores were 
then plotted, as shown in Figure 1, in pairs and the various 
ATPs clustered. An examination of Figure 1 revealed that 
certain ATPs grouped together. Each group or cluster was 
defined as a growth stage. The grand mean scores of each 
factor of the incorporated ATPs were used to characterize 
each growth stage and are presented in Figure 2 and in Table 
7.1. Upon this basis ten growth stages were identified. 

College structural development appeared to be 
characterized by several general patterns. In the early 
stages colleges tended to have (a) low proportions of support 
staff, (b) few documents describing roles and recording 
performance, and (c) few standard procedures for selecting, 
recruiting and allocating instructional staff. They tended 
to be unspecialized in functions which supported the instruc-~ 
tional process. However, colleges then entered a series of 
stages in which each of these structural characteristics 


become greater. It appeared that once colleges began to 
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structure their activities they continued to do so regard- 
less of age and size (Table 6.7). 

This linear progression was not apparent in the 
trends of authority dispersion. Over the first four growth 
stages decision-making tended to become more decentralized 
and to be made more independently of a college board. 
However, this trend was reversed slightly in the following 
three stages. At Stage IX, when structuring temporarily 
remained static, a sudden increase occurred in the amount 
of decentralization and autonomy which reached a high point 
in the last stage. 

The "temporary reversal" pattern of authority 
dispersion observed in Stages VI, VII, VIII and IX, was 
paralleled by a reversal of the emphasis on supervision 
except that there was a decrease rather than an increase 
between Stages I and II and IX and X. There was a strong 
suggestion that as colleges became more decentralized and 
more independent so they also increased the percentage of 
superordinates, decreased the reporting span of the chief 
executive and showed an overall decrease in the ratio of 
subordinates to supervisors. In the initial stages there 
appeared to be greater emphasis on supervision and on 
centralized decision-making. In the later stages, when 
centralization decreased markedly, supervisory emphasis 
increased comparatively slightly suggesting that patterns 
of reporting had already been established to accommodate 


greater numbers of decentralized decisions and more 
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autonomous decisions. However, as the Aston group noted 

- . . the centralization scales . . . measure only 

the vertical distribution of authority over the 

hierarchy. That one organization scores as central- 

ized, whereas another scores as decentralized, does 

not necessarily bear any relationship to how specific 

the allocation of authority is within the two (Pugh 

eo al., 1968b:84). 
Thus, at any one growth stage a college could show a greater 
number of decisions being made throughout the hierarchy, 
without this fact indicating that decisions were made at 
lower levels, i.e., were more decentralized. 

Table 7.1 shows in greater detail the character- 
istics of each growth stage by presenting the variable 
scores in each growth stage as the grand mean of variable 
scores incorporated in one cluster of ATPs. All variables, 
except age, are included. This more detailed presentation 
supported the findings and discussion arising from the 
presentation of Figure 2. 

Both Table 7.1 and Figure 2 indicate that the ten 
stages of growth can be divided into five main stages of 
growth and five minor, intervening stages. 

In the first major stage, Stage I, colleges relied 
upon decisions being made by the board and its chief execu- 
tive. Indeed, all colleges but Mount Royal College began 
essentially as extensions to existing secondary school 
programs in the high school of the largest center of 
population in the service area (Appendix J). Since 


only one type of program was offered, little specialized 


Support seemed to be required. Procedures for determining 
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the activities of a staff composed largely of instructors 
who reported directly to the president were neither standard- 
ized nor formalized. Thus control seemed to be exercised 
through the decision-making activities of a president working 
Closely with his board and through direct communications 
with his staff rather than through the establishment and 
circulation of codified policy statements and rules, regula- 
tions and guidelines. 

Though Alberta colleges indicated the possibility of 
Stage I, most of the colleges showed initial characteristics 
more similar to those of Stage II. Mount Royal College was 
the exception. Stage II was characterized by a rapid 
decentralization of the chief executive's decision-making 
power and an ensuing sharp increase in the power to make 
decisions independently of the board. The small amount of 
activity structuring and role and behavior control, which 
previously existed, diminished. This finding suggested that, 
with the reduction of direct control by the chief executive, 
few other mechanisms were firmly enough established to be 
Maintained. Indeed, this second stage seemed to be similar 
to the informality characteristic of the Aston implicitly 
structured organizations. The configuration, in terms of the 
percentage of superordinates and the subordinate ratios, 
changed little. The number reporting to the chief executive 
also remained constant. However, there appeared to be a 
tendency for colleges to recruit the few administrators from 


the existing staff thus giving further impetus to the 





* ' ; F] 
ba i 
> 


Ls 


| Ase | eee 
exotovittent to ylepusl Bbezogmos iste 6 to eeisti 
-bisbaste xzstitien e1ew tnebiee1xg edz 03 visgexth bes 







poeiotexs sd oF bemeee Loxtnoo ed? ne “ron : Bork 
pnitsew tnebiestq & To asisivisos priiszsm-noleiosb eft ipuoxds ; 
en joexib dpwoxdt bas basod eid dtiw yLeeolo 
bas toomdgifdsses edd dpwoutt sft redts1 Viste eld diiw 
-siups:t ,eslox boa adnemssace yoiLlog bettiboo te aotteiuo1io 
aentioblup Sas “ee 

to y#ilidteaoq eds bessotbai espsiloo sisedlA dyupat 
aoiteirstosisd> Istsint bewode espollom siz to sJeom ,f spsse 
zew spbilod isyoh javoM .II spate io saods ot xslimia ezom 


bigest s yd besitsdonzefo esw II spss® smokIgqeone ont 


paitsm~doteioeb e'svituooxe Isido sat to noliesiteasneneb — 


sism oF teawoq sft ni. sesstoni qisde pntwens ns bre 1eswog 

to tnvoms Liama sdT .buso0d erit to ylsnsinsqebai enoteipeb’ 
fotdw.,Lletdnos toivered Bas efloz Bas pnitusouide yiivisom: 
\tedt beseoppue pribait gic? .bedeinimid ,beveixe visngivenas 
AURAAROER Deh sto eft yd foatnes toexib to nol+>sbex ent dtiw 
“Sd 69 Botidiidssee dpuons yimsit e10w emainartoom x9d96 | | 
epee ~~ sanpne aids ,basbal “.benisdats 


7 » so—ae se 


oat -e! 4s % x9di 
misiey ia\' ” on ae 


a ire ibys 
NTY 7 





167 
decentralization process so characteristic of this second 
stage. 

Between the second and third (Stage V) main stages 
the colleges showed "taller" hierarchies by rapid reductions 
in the numbers of subordinates per supervisor and rapid 
increases in the percentage of superordinates. However at 
Stage V both the degree of authority dispersion and "tallness" 
had achieved a proportion similar to that in Stage II. The 
amounts of decentralization and autonomy were not to exceed 
this level until the latest period, represented only by two 
colleges. This stage also represented the "tallest" con- 
figuration colleges were to achieve. During Stages II and V 
structuring of activities began a steady increase. 

By the time colleges showed characteristics of the 
fourth main stage, Stage VII, activity structuring and the 
ensuing controls had increased sharply compared with the 
earlier slower rate. Subordinate ratios greatly increased 
without an accompanying increase in the percentage of super- 
ordinates. This resulted in the flattest configuration yet 
experienced. A flat configuration was also seen in the sharp 
increase in the president's span of control. Autonomy, 
decentralization and the emphasis on supervision decreased 
but not to the same extent as they had done previously. There 
was a suggestion that the increase in the structuring vari- 
ables exercised the control function over the "flat" structure 
which in the earlier stages had been exercised by a central- 


ized type of decision-making. For the three smallest colleges 
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this was also the period when the Alberta Colleges Commission 
was formed, at a level above that of the college board. 
Despite this, as indicated in Table 7,1] autonomy continued 
to increase. 

The fifth major stage, Stage X, was represented 
by a high degree of decentralized decision-making and much 
autonomy despite the additional level of the Alberta Colleges 
Commission. All dimensions of structuring activities were 
the greatest in this last stage, particularly specialized 
Support activities. Organizational configuration had also 
become "taller" but at a slower rate than had decentral- 
ization. 

The last two major Stages (VII and X) cannot be 
considered indicative of all colleges since they described 
only the two largest and oldest colleges. However, given the 
common bases upon which colleges function in the Province of 
Alberta, they do indicate directions of structural develop- 
ment for the three younger and smaller colleges, provided 
the bases remain unchanged. 

The characteristics of the five main stages can be 
summarized as follows with the predominating feature listed 
se Be a oy 

1. Stage I was characterized by the high degree of 
centralization and the lack of autonomy functioning as the 
control mechanism, a low specialization/standardization/ 
formalization, few rules and regulations, high reporting 


spans, and much direct communications. 
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2. Stage II was characterized by few control mechanisms 
of any type, an increased amount of decentralization and 
autonomy, a low specialization/standardization/formaliz- 
ation, an increasing number of support staff, an increasing 
administrative component recruited from within the organiz- 
ation, a tendency to establish formal relationships, and 
high reporting spans. 

3. Stage V was characterized by control mechanisms 
arising from smaller reporting spans, larger percentages of 
Supervisors, and increases in specializations, a high degree 
of autonomy and decentralized decision-making, and an emphasis 
on regulating personnel through defining and recording role 
performance and standardizing procedures for recruiting and 
dismissing. 

4. Stage VII was characterized by control exercised 
through an extensive use of documents both to legitimate the 
Organization and to define and record role performance, a 
consolidation and maintenance of specialized activities and 
standard procedures, an increase in support staff, a loss of 
decentralization and autonomy, and an increase in reporting 
spans. 

5. Stage X was characterized by a high degree of 
structure regulating all activities, a high degree of 
decentralization, much autonomy and large size. 

A comparison of these five main stages and the five 
intermediate stages with the generalized growth model (p. 22) 


revealed close similarities between Stages II, V, VII, X of 
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the college growth stages and Stages I, II, III, IV of the 
growth model respectively. 

The growth stages through which each college passed 
are.presented.inTable.7.,.2 This table was derived by 
comparing the ATP characteristics presented in PLATES X and 
XI, with the growth stages presented in Figure 2, by indicat- 
ing the years incorporated in each stage, and by indicating 
the main dimension emphasized by a particular growth stage. 
Mount Royal and Lethbridge Community colleges exhibited six 
Stages. The remainder showed three stages. Though no 
college regressed in its structural development the data 
indicated that only Medicine Hat passed through consecutive 
stages while the others skipped stages. 

These findings suggested that the ten stages were 
empirically-derived "ideal" stages which could only be 
approximated by any one organization. Each college had 
stages similar to the Stages I, and II of the general growth 
model and to the Aston taxa 1 and 2, implicitly structured 
and personnel bureaucracies. Both Mount Royal and Leth- 
bridge Community colleges had stages similar to the growth 
model's Stage III and the Aston taxon, workflow bureaucracy. 
Only Mount Royal College exhibited the characteristics of 
the "mature" organization, Stage IV of the growth model. No 


college was similar to the Aston taxon 7, full workflow 


bureaucracy. 
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Rabble 2 


YEARS IN WHICH EACH ALBERTA COLLEGE APPROXIMATED THE 
CHARACTERISTICS OF CERTAIN GROWTH STAGES AND THE 
STAGE CHARACTERISTIC EMPHASIZED 
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1S) > eee Re at ak X None 
Lethbridge 19S7ae< 1966 1 Decentralized 
LO Jae 110 6 IV Low Supervision 
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I9OG.-21967 ieee None 
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1966 - 1968 IV Low Supervision 
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Subproblem E3, Growth Stages and Aston Taxa 


How comparable are the college growth stages to the 
Aston taxa? 


In order to establish a comparison between the Aston 
taxa and the college growth stages the derived mean standard 
score of each factor in each stage was identified as being 

either greater than fifty-five, less than forty-five or 
between forty-five and fifty-five. This procedure was 
developed by the Aston group (Pugh et al., 1969b:120) which 
observed that some organizations were "clearly above the mean 
OMSstructiring of activities ,(scores of-55 and over)" while 
others were "clearly below the mean (scores of 45 and below)." 
This left a third group which clustered about the mean (range 
45-55) and which was termed nascent workflow bureaucracies. 
Appendix I presents both the ten growth stages and 
the Aston taxa (p. 61) in terms of the three main groups of 
factor scores as well as indicating the college growth stage 
scores (Appendix H) and the Aston taxa scores (Pugh et al., 
1969b:122). The growth stage and taxa scores are presented 
Si etopirca, form in Figure 3. In this Figure only Factors I 
and II are presented in view of the lower match between the 
ASton ano college Factor III (p. Y37)% 7 Also; in order to 
establish comparability of meaning between the college Factor 
II, Dispersion of Authority and the Aston Factor II Concen- 
Lration GLyAUthority) the group (555, .0r 45-55, or <45), to 
which a college Factor II score would be assigned, was 
reversed. If a college Factor II score was 64.7, instead of 


appearing in Figure 3 in the group >55 it appears in the 
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Figure 3 - A Comparison of the Aston Taxa with the 
College Growth Stages 
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group, <45. Thus the vertical axis in Figure 3 indicates 
<45 as decentralized and autonomous while >55 indicates 
centralized and lacking in autonomy. 

The comparison between the Aston taxa and the college 
growth stages in Figure 3 indicated an overall similarity in 
the structural patterns of both authority concentration and 
activities structuring. Both the taxa and the growth stages 
revealed progressively more structuring of activities with a 
temporary reversal of this trend occurring with the Aston 
taxon 6, nascent full bureaucracy. Two major exceptions were 
noted in the otherwise parallel progression of authority 
concentration. Colleges, in Stage I, tended to be highly 
centralized and to lack autonomy. The opposite situation 
existed with the Aston taxon 1, implicitly structured organ- 
ization. This study observed that with one exception, all 
colleges, in their first two or three years, were under the 
authority of established school jurisdictions and the direct 
influence of at least one school board. On the other hand, 
the "implicitly structured" Aston organizations (N = 8) were 

: run not by explicit regulation but by implicitly 
transmitted custom such as the traditional means usually 
typical of organizations of small or medium size where 
ownership and management still overlap (Pugh et al., 
LIGSb oki). 
These organizations included an insurance company, a building 
firm, several small manufacturing firms and retail stores. 
If, however, the colleges had been established as independent 
private institutions or the entrepreneurial firms as 


publicly-owned dependent organizations with a diffuse 
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ownership, then either Stages I and IIL or taxa 1 and 2 
could have been reversed. This would have resulted in an 
even higher order of congruency, on the concentration of 
authority dimension, between the stages and taxa up to Stage 
VDL. sande -baxone 5. 

The second major difference on the authority dimen- 
sion occurred in the progression between taxa 5 and 7 and 
Stages VIII and X. Whereas the Aston organizations increased 
authority concentration with a slight decrease in activity 
structuring, colleges decreased authority concentration with 
a slight increase in activity structuring. The differences 
may have been due to the small Ns in each study. The Aston 
taxon 7 (N = 1) was represented by a manufacturing branch of 
a central government department. The college growth stage 
X (N = 2) was represented by the two largest and oldest 
colleges, Mount Royal and Lethbridge Community. In addition, 
the Aston organization was found to have a high degree of 
dependence. It 

- - . tended to be impersonally founded, publicly 

accountable, vertically integrated, with a large 

number of specialisms contracted out, small size 

in relation to [its] parent body, low in status 

and not represented at the policy-making level in 

the parent organization (Pugh et al., 1969a:108). 
On the other hand, the two colleges had a low degree of 
dependence, a large number of different programs (Newberry, 
1971:89) and high degrees of autonomy (PLATE IV, p. 122). 


A comparison of the Aston organizations and the 


colleges, as described in Figure 3, showed that the Aston 
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sample was more varied in its structural dimension than 
were colleges. While two of the Aston taxa had scores 
between forty-five and fifty-five, on at least one dimension, 
seven of the college growths stages had at least one score 
between forty-five and fifty-five. College growth stages 
tended to exhibit more structured activities than did the 
Aston taxa located in the same quadrants. Thus Alberta 
colleges tended to be more structured than did the Aston 
Organizations. With the exception of the last two growth 
Stages colleges also tended to have higher concentrations 


of authority. 
SUMMARY 


This chapter presented and discussed the findings as 
they related to the establishment of college growth stages, 
and to a comparison of these stages with the growth model 
stages and the Aston taxa. Colleges were described, individu- 
ally, in terms of their time period characteristics. Ten 
growth stages of Alberta colleges were found when the analy- 
tical time periods were clustered on the basis of similarities 
between factor scores. Colleges, as a type of formal organ- 
ization, initially had simple structures and low autonomy, 
had centralized decision-making and deemphasized supervision. 
They became progressively more structured, gained autonomy, 
developed more decentralized decision-making and oscillated 
around a balance between the ratio of subordinates to 


supervisors and the percentage of superordinates. Control 
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mechanisms were initially exercised by centralized 
decision-making, progressed to being associated with 
reporting spans represented by "taller" hierarchical 
configurations and finally were exercised through the various 
dimensions of activity structuring. 

Five main growth periods were identified and showed 
marked similarities with the four theoretically-derived 
growth stages. These five stages also showed close similar- 
ities to the Aston taxa and the ordering of these taxa. Two 
exceptions were noted. Stage I was the opposite of taxon 1 
on authority concentration. Stages IX and X were the 
Opposite of taxa 6 and 7 also on the authority dimension. 

The differences appeared to be accounted for, in the first 
instance, by the high degree of ownership dispersion of 
colleges and the high degree of ownership concentration of 
private firms. In the second instance, differences were 
accounted for by the high dependence of the Aston sample and 
the low dependence of colleges. 

This chapter also presented the growth stages through 
which each college passed. Colleges appeared to miss certain 
stages. No college showed all ten stages. However, no 
college reverted to an earlier stage. These findings 
suggested that structural development in colleges is an 


evolutionary process. 
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Chapter 8g 


SUMMARY, CONCLUSIONS AND IMPLICATIONS 


SUMMARY 


This study was primarily concerned with a search 
for growth stages in the development of the organizational 
structures of publicly-supported community colleges in 
Alberta. A secondary concern was with an assessment of the 
applicability of the methodology of the Aston studies for 
obtaining and analyzing time-series rather than cross- 
sectional data. The taxonomy of organizational structures, 
which climaxed the Aston studies, guided the search for 
growth stages. Pugh et al. (1969b) observed that the 
taxonomy implied that the seven kinds of organizational 
structures, ordered serially in terms of increasing com- 
plexity, could be found as stages within the development of 
one organization and even of one kind of organization. 

In order to explicate the concerns of this study 
five main questions were posed as problems to be investigated. 
Each problem was divided into subproblems which asked pro- 
gressively more specific questions in operational terms. 
The five problem questions were: 

1. What changes have occurred in the size and structural 
dimensions of each publicly supported Alberta 


community college since its inception? 
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2. What were the relationships between age, size and 
structural variables in these colleges? 

3. Are there structural factors which change in these 
colleges? 

4. What were the relationships between college structural 
factors and age and size variables? 

5. Are there identifiable stages in the development of 


structures in these colleges? 


Conceptual Background 

Three themes underlay the five main questions. The 
first was the concept of structure. Organizational struc- 
ture was conceptualized as patterned (regular) and relatively 
stable activities. Structure was thus a multi-dimensional 
concept described as "organized complexity." Like the Blau 
and Schoenherr (1971) studies, this study assumed that 
structures of formal organizations could be studied apart 
from the organization's personnel and implied that structure 
both reflects and accounts for much of the behavior of 
the personnel. 

The second theme was the concept of growth. 
Growth was conceptualized as the unidimensional and multi- 
dimensional changes which, in terms of inter-dimensional 
relationships, become more complex with age. Dimensional 
complexity was expressed by four conceptual stages of growth 
and three laws of structural change. The laws and stages 


suggested that organizations experienced low environmental 








ev L | 1 


y 


. : 
F = Spiele - 
brs osie .ees meewied egidenotsslox edt otew Jaa ek) 
| aoe 


S2zepellos sesis ai esidsiisv isxivtow se ae n 


; a 
seernt ni spnsno dotdw azodosit laxddouszse steAz oth wt 


7 
f{exutsurte speilon neswied egqinenoissior ent eitsw ssAw 








4 or a ri «> ym od 
sniTt 2G 1 = : { MN J io Ssh j BSais i3 
uUxse Lsn +53 ptO ~-SIVIOL to tJasonoo 
r r R Me a : wk 
YLOEVISJBLSN DAS Ts LUPS Tt) DSAIsiszsq es besifsusqsones 25w. ems 


a 


7 ~~ am “or ’ » — ry ~ ~ of al a. ’ any a. > = 
LBMOLeNSMLoO- hp LUM 2 ei » BBW <P ae ad Jil (Ja to betekenh — 


7 ry ' - t a " 
ula csiqmop besinspto 6 dito 
} 

+ { o Wipe Pytcwe - ds = ‘ FT er) g iff 
k Bs ie é f ie & ot at J (L255 4) Xienf 

4 ¢ ~ : 

a - a 7 - eae aE iia). iii 2 
JIbBQGS Sirpuse 8a O29 emoic 19 LBMI0O7T 10 


\j Le 
siusouise jedt boilqmi bas Lonnoeieq e'aoisssinsere sdt mogg 
is , 
7 ri . . — 
fi | - to soivsrtied sit to doum tot etawooss bas atoslisx dte 
Ong ua 





Lom Oexs q od 


-Atwoup io tga m10D erty aw omeris — oar ae ‘ 








180 

and high administrative influence in their early years 
and high environmental and low administrative influence in 
later years. The suggestion that complexity succeeds 
Simplicity was expressed, on the basis of necessity and 
thus formal priority, by Smith's diachronic theory of 
logical priority. 

The theory of logical priority provided the concep- 
tual connection between growth stages and the third theme 
of the problems, the nature of classification and taxonomy. 
A distinction was made between phenetic and phyletic taxon- 
omies. Numerical methodology was observed to be more closely 
associated with the development of phenetic taxonomies. 
However, the numerical Aston taxonomy had phyletic dimensions. 
These phyletic or evolutionary dimensions, like growth stages, 
appeared to be described by the theory of logical priority. 
The congruity between Stages of growth and taxa of a phyletic 


taxonomy therefore seemed to be conceptually established. 


Methodology 


This study was considered as an exploratory, 
quantitative and non-quantitative case study of each of five 
Alberta colleges both individually, and as they were repre- 
sentative of one kind of formal educational organization in 
Alberta. Data were collected for each college for successive 
intervals utilizing the Aston "Short form" interview schedule 
modified by Newberry (1971). Age, three size variables and 


ten structural variables formed the dimensions examined. The 
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16.1 
data were obtained through interviewing two past or present 
senior officials of each college and from examining the 
college calendars, the minutes of the meetings of the 
governing body, the personnel financial records, and the 
annual audited financial statements. The raw data from all 
colleges in all years (N = 77) were then standardized, and 
the standardized variables correlated and analyzed for under- 
lying factors. Standard factor scores were derived for each 
college for each year on each factor. The scores per college 
per year were plotted and produced a maximum of fifteen 
distinct time periods. By cross-lagging these periods by 
one period, fourteen analytical time periods were established. 
In order to examine changes in the pattern of relationships 
between variables, the variables in adjacent ATPs were inter- 
correlated. These procedures resulted in two main groups of 
analyses, those describing each college separately and those 
describing colleges as a group. 

For the first group, the analyses were presented as 
graphs of each variable over time, as graphs of each factor 
over time, and as growth stages through which each college 
passed. 

For the second group, the analyses were presented 
as relationships between all variables and factors, as the 
changes of relationships between selected variables and 
between the factors and variables, and as graphs of each 
factor plotted over time. The fourteen ATPs, as described 
factorially, were reduced to form ten growth stages which 


were then compared with the Aston taxonomy and the 
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theoretical growth model Gppenw2s, 164)q 


Findings 

Graphing the raw data for each variable for each 
college indicated that changes in the directions of various 
variables were coincident with changes in charter and/or 
chief executive and/or type of governing body and/or location 
and facilities and/or program diversity. The historical 
background of each college was presented in these five terms. 

Each college showed wide ranges in each of the 
variables. There were also differences in the extent £6 
which each college changed from its inception to 1971. 

All colleges increased in the number of admini- 
strators and instructors, employees, and students. Most 
structural variables increased. Centralization, the span of 
the chief executive and the subordinate ratios decreased. 
Thus colleges, in their early years were relatively unspecial- 
ized and unstructured, fairly decentralized, and had autonomy. 
In their later years they were generally highly specialized 
and structured and had high degrees of decentralization and 
autonomy. The two largest colleges were the most structured. 

Four distinct kinds of patterns among the changing 
relationships in variables were found. Some relationships 
changed from positive to negative over time, others from 
negative to positive, and others maintained consistently 
positive or consistently negative relationships. 


Three structural factors were derived and were found 
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83 
to be similar to the first three Aston factors. They were 
named Structuring of Activities, Dispersion of Authority and 
Supervisory Emphasis. 

The Dispersion of Authority factor indicated the 
Same negative relationships between centralization and 
autonomy as did the Aston factor. However, because of a 
reversal in scaling the variable autonomy, a high score on 
Dispersion of Authority was equivalent in meaning to a low 
score on Concentration of Authority. The observations made 
from the factor scores confirmed those made from the struc- 
tural variables scores. 

On the basis of these scores ten growth stages were 
found. Of these ten, five main stages were identified and 
found to be similar to and occur in the same order as the 


four main Aston taxa and the four stages of the growth model. 


CONCLUSIONS 


Conclusions Related to the Conceptual Background 


Several observations arising from the conceptual 
background of this study tended to be confirmed by the 
findings. Simon (1965:64) had argued the case for "organized 
complexity." He noted that hierarchical systems have common 
properties, one of which is an evolutionary process character- 
ized by the presence of intermediate stable forms. Such 
stable forms were found as the growth stages intermediate to 
the five main ones. Each tended to be characterized by the 


factors Structuring of Activities and Dispersion of Authority 
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clustering about the means of either one or the other. 

This evolutionary process along the three factor 
dimensions also exemplified Smith's diachronic theory of 
logical priority. Each stage was found to be contingent 
upon another stage, to decrease in generality of reference, 
to give expression to the latent possibilities of the 
preceding one and to arise from consistency. However, in 
light of the five extraneous influences on structure pre- 
viously mentioned (p. 200), successive stages were also 
partly determined by necessity. The study also observed that 
Stage II appeared to be crucial to successive stages because 
either it or its minor variation, Stage III, appeared in all 
colleges. Stage I, however did not appear to be a necessary 
precursor of further stages. It appeared in only one college. 

The final implication from the conceptual background 
concerned evolutionary process. This process clearly was 
apparent in college development. Through the implications 
of the Aston numerical or phenetic taxonomy, this finding 
seemed to add a dimension to a numerical taxonomy which 
some taxonomists have denied. In other words, this study 
appeared to have demonstrated that, as far as colleges in 
Alberta were concerned, a phyletic taxonomy can be developed 
using phenetic taxonomic methods. This observation seemed 
to support the Haas et al. (1966:179) argument that a taxonomy 


could serve to predict structural change in an organization. 
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Tentative Propositions From the Findings 

The decision was made to summarize the findings, to 
describe Alberta community colleges and to suggest specific 
areas for further research in the form of propositions. 
This decision duplicated that made by Blau and Schoenherr 
(1971). Contrary to the approach used by them, the proposi- 
tions were not developed to form a theory, in this case, of 
college structural development. They have been organized into 
sections, the headings of which can be considered as hypo- 
thetical independent variables. These headings arose from 
(a) age and size dimensions, and (b) selected structural 
dimensions. Each proposition, therefore, implied causality. 
Because this study examined college structural changes at 
specific time points, it could be considered as a series of 
cross-sectional studies. As Pugh and Hickson (1972) observed 
this approach generates stronger causality implications 
than those generated by a single cross-sectional study. 
On the other hand, the implications are weaker than those 
developed from studies "in which processes stemming from 
changes in some variables can be identified and charted 
in their effects on others" (Pugh and Hickson, 1972:274). 
Therefore this study could neither refute nor support 
causal hypotheses. However, because propositions have 
"causal imagery" they can be put forth to provoke discussion 


and further study. 
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Propositions from age and size variables. From the 
examination of age and various size variables, the following 
cross-referenced college-specific propositions were derived. 
ts Numbers of Instructional and Support Staff 
1.1 Increases in the number of instructional and 
Support staff occur more slowly than do increases in the 


administrative staff (p. 92) 


2. WNutiberrot Employees 


2.1 As the number of employees increases, the number 
of administrators also increases (p. 121). 

2.2 As the number of employees increases, the average 
Span Of administrative control decreases (p. 119). 

2.3 As the number of employees increases, their 
organizational behaviors become more structured hem ea ye 

2.4 As the number of employees increases, the amount 
of documentation increases (p. 121). 

3. Age and Growth Stages 

3.1 As colleges become older, decentralized decision- 
making increases, ceteris POtLOUS \Panileo)s 

3.2 As colleges become older, the number of reporting 
levels increases (p. 125). 

3.3 As colleges become older, the number of employees 
increases. (p. 119). 

3.4 As colleges become older, they become less 
influenced by community wishes expressed through an elected 
Or appointed governing board (p. 126). 


3.5 In the initial stages of growth, colleges 
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187 
exercise control over employee behavior by centralized 
decision-making at the chief executive and governing body 
levels (p. 166). 

3.6 In stages following the initial stages, colleges 
exercise control over employees by having many direct 
reporting relationships between subordinates and super- 
Visors (6167 \i, 

3.7 In later stages, colleges stabilize reporting 
relationships’ (p. 168). 

3.8 In later stages, colleges exercise control over 
employee behavior through the use of written documents and 


standardized procedures (p. 168). 


Propositions fromestructurab variables. The follow- 


ing propositions were developed from selected college 
structural variables and are cross-referenced to the study. 
4.  Centralization and Autonomy 

4.1 As colleges become more decentralized and 
autonomous, they institute more documentation (p. 113). 

4.2 As colleges become more decentralized and 
autonomous, they develop more reporting levels and reduce 
spans of teontsel i tat 1t25) ¥ 

4.3 As colleges become more independent of governing 
boards or influencing agencies, decision-making becomes more 
décentralized* (p 2025) J 


5. Specialization 


5.1 As colleges become more specialized, the amount 
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of formalization increases (p. 122). 

5.2 As colleges become more specialized, procedures 
for recruiting and selecting professional staff become more 
staridardized*(p. 122) % 

5.3 As colleges become more specialized the, pro- 


portion of support staff tends to increase (p. 122). 


General conclusions. Concerning the growth of 

Alberta community colleges generally and the Aeton methodology 
specifically, this study concluded that: 

1. Colleges had identifiable stages of growth similar 
to those postulated for other formal organizations. 

2. College growth stages approximated the character- 
istics and order of taxa of the Aston taxonomy. 

3. The Aston methodology, given Newberry's (1971:123- 
125) qualifications and if modified directly from the original 
schedules, is a sensitive and economical method of describ- 


ing and the structural development of colleges. 
IMPLICATIONS 


Implications for Alberta Colleges 

Two implications which this study might have for 
Alberta colleges were made in Chapter 1 (p. 5). The first 
concerned the administration of and the planning for community 
colleges. This study found that, given common legislation 
in one provincial setting and despite changes in chief 


executive, colleges became more decentralized and autonomous 
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as they became more structured. Structuring activities, 
as defined in this study, also increased with increased 
program diversification but not necessarily with age and 
Size increases. There was a strong implication that the 
intensity of expression of the various structural dimensions 
was, in part, dependent upon prior expressions. These 
expressions can be identified as discrete stages both ante- 
cedent and successive to other stages. Another aspect of 
this structural expression was suggested by considering 
structural dimensions as control mechanisms. Thus when 
colleges had dispersed authority, control was exercised 
by greater numbers of reporting relationships and greater 
structuring. When colleges had little structuring, control 
was expressed by concentrating authority. There was also an 
implication that as structuring increased, particularly in 
terms of specialized activities, so also did the hierarchical 
configuration. 

A suggestion arose from this study that the emphasis 
on structuring employee behavior and developing high spans 
of control in the second and third years of operations was a 
reflection of the assumptions about educational institutions 
which school boards brought to the development of community 
colleges. 

The specific implications for college administration 
and planning were presented in the preceding propositions. 

The second main implication from Chapter I concerned 


the identification of stages through which a 
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college had passed or may be expected to pass. This study 
found no evidence to suggest that a cross-sectional cate- 
gorization of colleges would have predictive power (Table 
7.2, p. 171). Rather, the converse appeared to be indicated. 
An identification of the growth stages in older colleges 
might suggest both the structural characteristics a cross- 
sectional description of colleges could reveal and the 
structural growth stage of any one college. Therefore, this 
study implied that the structural experiences of older 
colleges could provide models for or cautions against the 
development of new colleges or the introduction of structural 


changes in existing colleges. 


Implications for Further Research 

The propositions previously listed (p. 186ff£) suggest 
a series of hypotheses for development and testing. However, 
they were restricted to the five Aston structural 
variables of specialization, standardization, formalization, 
centralization and configuration. A sixth Aston structural 
variable flexibility was conceptually defined as the amount, 
the rate and the changing rate of change which occurred in 
the five variables. The longitudinal raw data and the 
correlations and factor scores, which could be considered as 
data for future studies, permit flexibility to be operation- 
ally defined. 

However, flexibility and the other structural 


variables require precise examination against other 
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dimensions. Many of these dimensions were conceptualized 

by the Aston contextual variables. But these contextual 
variables need to be more clearly differentiated on the 
basis of being characteristic either of the organization or 
of its environment. In addition, environmental variables 
peculiar to colleges need to be identified and related to 
contextual and structural variables at various points in the 
life of a college. Perhaps environmental variables could be 
conceptualized as being independent of context and structure, 
and contextual variables as being independent of structure. 

In order to examine more closely initiating con- 
ditions of structural development and generalizability of 
the growth stages, both public and private colleges in 
different provinces and countries could be examined longi- 
tudinally. However, in order to off-set some of the 
weaknesses in the validity of the data (Newberry, 1971:125) 
and the tautological nature of the scales and scale items 
(Child, 1972:175), modifications ‘should be made to the 
Original Aston schedules through following the Inkson 
(1970a) approach. 

Finally, research could be undertaken which compares 
the results and predictions from longitudinal growth studies 
with predictions derived through the utilization of fore- 
casting techniques. Such research would be of value to 
planners, particularly in the establishment and development 


of community colleges for an uncertain future. 
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APPENDIX A 


SUMMARY STATEMENT OF STUDY SENT TO COLLEGE 
PRESIDENTS OUTLINING THEIR REQUESTED 


PARTICIPATION 
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THE STRUCTURAL DEVELOPMENT OF PUBLICLY SUPPORTED aout 


JUNIOR AND COMMUNITY COLLEGES IN ALBERTA 


Overall Purpose and Significance 


Two major underlying concerns have generated this particular study. 
The first is with the gross descriptions of stages of organizational 
development which presently exist and the implications such stages have 
for a classification of goal+specific organizations. Some organizational 
research has suggested development stages of 'birth'' (concerned with 
establishment and survival), "youth" (concerned with stability and 
reputation), and "maturity" (concerned with adaptability and responsibility). 
Other research has examined governance and suggested that organizations 
pass from individual or trustee domination, to domination by professionals 
in the organization, to administrator domination and finally to having a 
multiple leadership of these three groups. The Aston studies (University 
of Aston, England) have suggested that organizations develop by seven 
stages from "implicitly structured" through "personnel bureaucracies," 
"pre and nascent workflow bureaucracies" to "nascent and full bureaucracies." 
Unlike most studies, the Aston classes (stages) were derived from data 
obtained at one point in time and thus the classification as a means of 
describing developmental stages and their sequence has yet to be examined. 

Thus this study would test the applicability of the Aston methodology 
for time-series data collection, and the relevance of the classification 
scheme for identifying developmental stages. 

The second major concern is with the detailed structure of one 
type of educational institution and with patterns of development in the 
structures of such institutions. Two questions arise,namely, to what 


extent are "bureaucratic imperatives'' imperative in colleges? and to what 
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extent can colleges as formal organizations be structured to be flexible 
enough to meet community demands? 

The detailed consideration of these concerns will be through an 
examination of the six junior (community) colleges in Alberta. In addition 
to the questions raised above, other reasons for selecting this group are 

1. The colleges exhibit age and size range, form a total population 
of colleges, are now under one set of legislation and can be examined by 
one researcher. 

2. Newberry (1971) examined the colleges in 1970 utilizing the 
same methodology but at one point in time. He found the methodology could 
discriminate between colleges and was appropriate for examining structures. 

3. The researcher's interest in this particular type of educa- 


tional organization. 


Specific Purposes and Significance 


The project will attempt specifically 
1. To define the developmental stages in each organization in terms of 


a) the nature of and relationships between structural variables in 
each stage, 


b) the sequence of stages. 


2. To compare the structural development of several colleges. 


3. To determine whether the kinds and sequence of stages revealed by 
longitudinal data are similar to a sequence of stages forming a 
classification of organizations based upon cross-sectional (status) 
data. 


In addressing these areas the study will 


1. Examine at yearly intervals, the structural development of six junior 
(community) college in the Province of Alberta, from their inception 
to the end of 1971 along the five structural dimensions of, namely, 
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- specialization 
Formalization 
Standardization 
. Configuration 
Centralization 


MWh 


as developed in studies at the University of Aston, England by 
(Pugh et al. 1963, 1968, 1969, 1969). 


Record, at yearly intervals, the contextual variables of the 
structural dimensions in each college. These variables are: 


1. Origin & History 

2. Ownership & Control 

oe 5122 

4. Charter 

5. Technology 

Gv Gotat ion 

7. Dependence 

8. Option in Selection of Students 
Le hee ee of Financial Inputs 
10. Manpower 
gla Stability of the Environment 
12. Community Support 


These activities will be accomplished by the following method of 


data collecting: 


Ls 


Each college President will be sent a copy of the data—collecting 
schedule. 


The schedule will be discussed with the President. 


Files and documents will be examined and quantified on the basis of 
the schedules. 


Items which have not been completed via documents and/or have 
raised questions will be discussed with the President and/or 
his designate. 


The President and/or his designate will be asked to describe the 
background of any particular structural occurrence and development. 
This will identify both contextual and environmental characteristics 
perceived as being related to structural features. 
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Finally, it is suggested that such a study of patterns of organiza- 
tional development will 
1. provide a structural history of each college, 


2. show the patterns of structural development of the junior (community) 
colleges in Alberta, 


3. provide governing bodies, administrators and planners with detailed 
information upon which to make decisions, 


4. provide implications for both the future development of existing 
colleges and the establishment of new colleges. 


The study may also suggest 
1. the emergence of certain structural patterns in any one organization, 
2. a series of structural stages (growth stages) which series would be 
a refinement of the three or four stages commonly described (i.e. 
birth, youth, maturity, etc.), 
3. that, in order to determine stages of growth in one organization 


of a group with similar characteristics, a cross-sectional analysis 
of that group and at one point in time could be carried out. 
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APPENDIX B 


INTERVIEW SCHEDULE AND SCORING FORM 


(from Newberry, 1971) 
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Department of Educational Administration 
University of Alberta 


Interview Schedule* 


of 


Selected Organization-Level Information 


INSTITUTION: 


INTERVIEWEE: 


DATE: 


*Adapted from the Interview Schedule developed at the 
Industrial Administration Research Unit, University 
of Aston in Birmingham, England. 





rh. 


tnd 


ORIGIN AND HISTORY 





COULD YOU TELL ME SOMETHING ABOUT THE ORGANIZATION'S 
HISTORY? 


WHEN IT BEGAN? 


WHO PROVIDED THE IMPETUS FOR ITS FOUNDING? (SOME INDIVIDUAL 
SOME GOVERNMENT LEGISLATION? ) 





11.01 The organization was founded by: 





11.02x Date of foundation of the organization was: 
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OWNERSHIP AND CONTROL 





WHAT TYPE OF CONTROLLING BOARD HAS THE INSTITUTION? 





12.70x Check the appropriate response: 
Elected School Board 
Board of Representatives of School Boards 


Combination of Elected and Appointed 
Representatives 


Appointed Board 
Government Department 


Other 








LOCATION 





IN WHICH PROVINCE IS THE INSTITUTION LOCATED? 
WHAT IS THE APPROXIMATE TOTAL POPULATION OF THE AREA SERVED? 





16.70x Circle: Alberta B.iC. 


16.71x Total population of area served: 
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PROGRAMS (CHARTER) 





WHAT PROGRAMS ARE OFFERED, WHAT ARE THE CURRENT ENROLMENTS 
IN THE PROGRAMS AND WHAT IS THE LENGTH OF EACH PROGRAM? 





eos € 












PROGRAMS (CHARTER) Flexibility 





DO YOUR PROGRAMS CONTAIN OPTIONS TO MEET PARTICULAR NEEDS 
AND/OR INTERESTS OF THE STUDENTS? 


DO YOU OFFER PROGRAMS REQUESTED BY SOME SEGMENT OF THE 
COMMUNITY, INCLUDING INDUSTRY? (Minimum 8 weeks, offered 
within the last year or definitely planned for this year) 





14.06 Circle 
Standard programs 1 
Standard programs with standard options 


Standard programs with "free" options 


FF WW fv 


Programs requested by outside agencies 
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TECHNOLOGY 





15.70x Teaching groups: 


large (50+) seminars 
class (20-40) tutorials 
class (15) MOST COMMON 
15.71x Length of Programs: Longest 
Shortest 


Most Frequent 


15.72x Normal Scheduling Block: 
Quarter 
Semester 


Year 


15.73x Technological Devices: 
Teaching Teams 
Ty. 
Cc Ae Ls 


Programmed 
Instruction 


Other 
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TECHNOLOGY 


15.74x Is there an open door policy to the institution? 


What percentage of incoming students initially 
enrol in the transfer program? 


What is the overall completion rate by programs? 


Program Rate 





TECHNOLOGY (WORKFLOW INTEGRATION: EVALUATION) 





IS THE QUALITY OF INCOMING STUDENTS MEASURED? 





15.75x Selection based on records and interview 
with counselor. 


Selection based on records, interview 
with faculty in addition to counselor. 


Selection as above plus one or more 
written tests. 
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SIZE 





13.01x Total number of professional administrative 
staff (full time equivalents) 


Total instructional staff (include part- 
time as half) 


Total professional staff not above 
(librarians, counselors, etc) 


Total paraprofessional staff (instructional) 


Total non-instructional staff (excluding 
all those already accounted for) 


Grand Total 
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ORGANIZATION CHART 





Obtain any chart that is available. Add to it, or if no 
chart, sketch one, should this be necessary to obtain 
adequate information. 


55.08 


55.43 How much of total organization is included? 


5547 


53.01 Copies are given to: 
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SUBORDINATE RATIO, etc 








HOW MANY OF THE FOLLOWING ARE THERE? - Time Allowed? 
(include counseling department) Time 


55.09x Total number of department chairmen 
division chairmen 
program chairmen 


other 


Total number reporting directly to them? 
(include instructors and paraprofessionals) 





% CLERKS 





55.49 Total number of clerical workers 
(non-supervisory, include library 
clerks) 
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SPECIALIZATION OF FUNCTIONS 
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In order for a specialism to exist at least one person in 
the organization must devote at least half time to the 


given special function. 


WHO IS RESPONSIBLE FOR: 


OBTAINING AND CONTROLLING 
MATERIALS AND EQUIPMENT 


Buying 

Stores 

Stock Control 

RECORDING AND CONTROLLING 
FINANCIAL RESOURCES 

Accounting clerk 

Salary officer 

MAINTAINING BUILDINGS AND 
EQUIPMENT 

Custodians 

Other 

CONTROLLING THE QUALITY 
STANDARDS FOR VARIOUS 
PROGRAMS (i.e. measuring 
incoming students) 


Screening incoming students 


Determining final standings 


HALF=TIME (CIRCLE) 
OR FULL-TIME (BOX) 
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SPECIALIZATION OF FUNCTIONS (continued) 


WHO IS RESPONSIBLE FOR: HALF-TIME (CIRCLE) 
FULL-TIME (BOX) 


MAINTAINING HUMAN RESOURCES 
AND PROMOTING THEIR INDENT- 
IFICATION WITH THE ORGANIZ- 
ATION 

Canteen Services 


Student Union Sponsor 


CONTROLLING WORKFLOW 


Long-term planning 


DISPOSING OF AND DISTRIB= 
UTING OUTPUT 


Placement of students 
Follow-up 
Vocational counselor 


Liason with University 


AQUIRING AND ALLOCATING 
HUMAN RESOURCES 


Hiring staff 


DEVISING NEW PROGRAMS, COURSES 


Program development 
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SPECIALIZATION OF FUNCTIONS (continued) 


51.01x WHO IS RESPONSIBLE FOR: HALF=TIME (CIRCLE) 
Item OR FULL-TIME (BOX) 
No. 


DEVELOPING AND OPERATING 
ADMINISTRATIVE PROCED-~ 
URES 


Organization and Methods 


Statistics collection and 
analysis 


Records 


SALES TO PARTICIPANTS 


Book store manager 


DEVELOPING, LEGITIMIZING 
AND SYMBOLIZING THE 
ORGANIZATION'S CHARTER 

Public relations 


Advertising 


ACQUIRING INFORMATION ON 
THE OPERATIONAL FIELD 


Search for employer needs 


Search for community 
needs 


Institutional research 
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FORMALIZATION (DOCUMENTS) 





ARE THE FOLLOWING DOCUMENTS AVAILABLE? (obtain copies) 





DOCUMENTS 










INFORMATION BOOKLETS On general topics 
List titles e.g. pensions 













Categories of 
employees given 
booklets. 







Total number of different kinds of 
information booklets: 






Written terms of reference or JOB 
DESCRIPTIONS for: 







Paraprofessionals YES NO 
Instructors YES NO 
Administrators (including YES NO 
chairmen) 
Support Personnel Seana YES NO 
etc 








Chief Executive 


MANUAL OF PROCEDURES (or 
standing orders) 













a1 Written STATEMENT OF POLICIES YES NO 


jee Re ry a kG 
Written COURSE OUTLINES Avaiable YES 
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FORMALIZATION 


RECORDING OF ROLE PERFORMANCE 


Preview of courses 


Written application form to spend $100 


Requisition for engaging an 
instructor 


Requisition for engaging a non- 
professional employee 


Application form for an instructor 


Record of instructor's performance 
(inspection report) 


Record of maintenance work done 
Record of courses given by instructors 
Petty cash vouchers 


Sickness (absence) record 
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STANDARDIZATION 


52.02 Standardization of Procedures Controlling 


Item 


rye 


ON 
pao eet oe 


67 


Fe) 


Selection and Advancement 


Inspection of outputs (as a reflection 


of the instructor's work) 
personal evaluation by the instructor only 
across course evaluation through common exams 


submission of grades to chairman/committee 
for approval 


submission of grades to administration for 
approval 


Scheduling - pacing 


by individual instructor 


by agreement among instructors 


Specified by chairman, committee or admin. 


Definition of tasks 


intuition and experience of instructor 
Oral instructions by chairman 
Oral instructions by administration 


written instructions specifying tasks 
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Standard dismissal procedure YES NO 
Staff establishment set by enrolment YES NO 
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STANDARDIZATION (continued) 


Recruitment procedures 
none 
some positions 
all positions 
Centralized recruiting procedure = all YES 


done through the administration or 
personnel officer. 


222 


NO 


Centralized interviewing procedure for YES NO 


hiring faculty 


Selection of employees Instructor Chairman 
by faculty committee O 0 
by mixed committee* 1 
by administration 2 
by outside appointer 
*faculty and administration 
Basis for managerial decisions = how one 


goes about getting a decision from the 
administration. 


ad hoc - no specified procedure 


procedure for some circumstances 
standard procedure 


submit a case in written form 





Admin 
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STANDARDIZATION (continued) 


Conveying decisions 
ad hoc 
sometimes a procedure is used 
always a procedure is used 
Intensity of inspection of instructor 
performance 


none 


as required (for tenure, etc) 


random 


regular 


Ordering procedures based on 
ad hoc 
production plans (projected enrolment) 


stock on hand 
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AUTHORITY (CENTRALIZATION) 54.00 





WHO HAS THE AUTHORITY TO DECIDE? (Authority means that 
action can be taken on the decision even though the 
decision may be subject to routine ratification). 


Item Decision Decision Maker 


SUPERVISORY ESTABLISHMENT 


APPOINTMENT OF SUPERVISORY 
STAFF FROM OUTSIDE THE 
ORGANIZATION 


i” PROMOTION OF SUPERVISORY 


2 
7 
STAFF 


SALARIES OF SUPERVISORY 
STAFF 


TO DISMISS A SUPERVISOR 
SELECT FACULTY MEMBERS 


17 DETERMINE THE ATTENDANCE 
AREA 


16 DETERMINE A NEW PROGRAM 
OR SERVICE 
FEE STRUCTURE 


13 TYPE AND BRAND OF EQUIP-~ 
MENT TO BE PURCHASED 
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AUTHORITY (continued) 


















Decision Decision Maker 





METHODS OF WORK TO BE 
USED 


ALLOCATION OF WORK AMONG 
AVAILABLE PERSONNEL 


ADMISSION STANDARDS FOR 
STUDENTS 


WHAT AND HOW MANY WELFARE 
FACILITIES ARE TO BE 
PROVIDED 


TO SPEND UNBUDGETTED OR 
UNALLOCATED MONEY ON 
CAPITAL ITEMS 


TO SPEND UNBUDGETTED OR 
UNALLOCATED MONEY ON 
REVENUE ITEMS 







ASSIGNMENT OF RESPONSIB= 
ILITIES TO PARA~ 
PROFESSIONALS 







CREATION OF A NEW DEPART= 
MENT 
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TASK ENVIRONMENT 





71.01 Financial Inputs of 
1 Chief source 
e Secondary source 


3 Other sources 


ee aoa na i gH ND aol Se aS le HAE 
71.02 Option in Selection of Students 


1 Can you be selective in admitting students 
to the institution? YES NO 


2 Criteria used? 














71.03 Manpower (Instructional staff) 
1 Is there an adequate supply of instructors? YES NO 
2 Is the staff stable? YES NO 


53 What was the turnover last year? % 
If abnormal, what is the normal turnover? % 


4 Is there a tendency for those that leave 
to enter a particular occupation? YES NO 


5 What occupation(s)? 





6 Do those leaving for academic upgrading 
return to the institution? % 


? What arrangements are made for sabbatical 
leave? 





8 How many instructors take advantage of the 
Babbatical leave provisions? % 
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TASK ENVIRONMENT (continued) 
ort a te on a alta le 
71.04 Stability of Environment 
1 Has overall enrolment risen, declined or 
remained relatively constant over the 


last three years? 


Enrolments: 1970-1971 


1969-1970 
1968-1969 
@ Has there been a shift in enrolment 
patterns over the last 3-5 years? YES NO 
Direction: 





Si a es | 
71.05 Support from Community (hostile-benign) 
1 Are any programs and necessary standards 
of student achievement dictated by 
Outside organizations? YES NO 


Organization Program 











2 Is pressure exerted on the institution 
by organizations, apart from controlling 





agencies and those listed above? YES NO 
religious busines 
unions professional 
groups 
Other 


a eS Se a RE A fos re 
5 Are there advisory committees? YES NO 


4 Are drives for funds in the community well 
Supported? YES NO 


2 Are activities put on by the college for 
community participation well supported? YES NO 
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SCORING FORM 


Specialization of Functions 
Scale No. 51.01X - For all items Score Yes = 1 and No = 0. 


- Sum scores of all items. 


Standardization of Procedures 
Controlling Selection and Advancement 
sreses NOs, 5i44..02) -—gRossnibems 64515 7a 16 7. AcBys 9 eck0-e Idacl52, 
44, Score 0, or 1, or 2, or 3 depending 
On response. 
—s(ioies tensa 4] Ato6ynsl.2, 60, 61, Score 
mesic: Ly) No o> 0. 


- Sum scores of all items. 


Formalization 
Scale No. Derived - Sum of all scores on Documentation 
and Recording Role Performance. 
Documentation 


Sea NO, soe Vee Or a heme, ly tole: boy by 7s Pe io 
20 2h, 23), Loy sCOLre- es = 2) NO nus. 
= For items 6, 7, 8, 9, Score = number of 
booklets 
- Sum scores of all items. 
Recording of Role Performance 
Scale No. 53.03 - For all items, Score Yes = 1, No = 0. 


- Sum scores of all items. 
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Centralization 
Scale No. 54.00 (Authority) - Scale each item on a six 
point scale. 
- 1 = instructor, 2 = faculty committee, 
3 = administrator, 4 = president, 
5 = board, 
6 = government agency. 
- Sum scores of all items. 
Scale No. 54.10 (Autonomy) - For all items, score each 


item (of scale 54.00) with a5 ora6=0, 
all other items = l. 


- Sum scores of all items. 
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APPENDIX C 


MOUNT ROYAL COLLEGE 


(Derived Time Periods) 
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TIME PERIODS IN MOUNT ROYAL COLLEGE EXPRESSED 
IN TERMS OF YEARS AND AGE 
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APPENDIX E 


MEAN STANDARD SCORES OF SIZE AND 
STRUCTURAL VARIABLES FOR EACH 


ANALYTICAL TIME PERIOD 
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APPENDIX F 


STANDARDIZED FACTOR SCORES OF EACH FACTOR 


FOR EACH YEAR OF EACH COLLEGE 








Srruct Dass. Of Super .239 

Catlegs ax Cm Act Authority Emph. 
Mt. Royal ose os ad bk ee Y 42.25 
ev 57.04 No sgh a 41.96 
34 54.40 26.41 48.16 
oie 54.87 ge ee Ce haps 
36 Sais 2ats ake Gh so ing ie) 
iy 56.80 19.64 £9 93 
38 57.49 See js ahs Re 
39 57.49 eae <b Be 
40 Bo bs ape 57.64 
41 Glo I pe 40.98 
42 48.47 44.42 53.86 
43 49.54 41.46 yas6] 
44 40.64 le ke rag bh Carve 
45 40.31 6 Pe 70335 
46 42.34 Mi ge 66.05 
47 42.34 2 Soe Bl hep Oke 
48 Soe 2% 47.19 66.09 
49 48.15 47.00 Tutsi 
50 49.87 45.43 63°25 
5.1 49.87 45.43 Coene 
ae 49.12 47.07 64.53 
a2 49.93 ot eet tp 62.58 
54 47.43 Ae ae ed 65.64 
She 50:79 46.19 PR oe 
56 48.05 46.50 68.61 
a7 48.41 49.96 Cor 16 
58 42.96 58-22 TBE 
59 45.98 ais A teean 
60 44.62 oh ree 8) 79.19 
61 Dee0e 52.48 71.48 
62 52.69 Sou 68.98 
63 Si.a2 49.37 69.68 
64 Sos 53.46 64.03 
65 66.52 48.57 615 37 
66 68.30 Jas 28 66.07 
67 Jaen 57.49 55.39 
68 62.49 66.79 SO pea 
69 75.92 cme eae ss T, 
70 Sh lege 4 (Ae ti 49.35 
ps ice k 02 kes 42.54 
Leth. 1957 20.98 Say 43.87 
58 22.09 57628 40.48 
59 ea ae 553.05 Wf eee S| 
60 23.49 oe BL | 38512 
oa Eee 54.59 44.98 
62 22.06 70.86 42.90 
63 ae Lea see oe S713 
64 46.05 55.94 34.40 
65 AS,,25 59: 982 Rhy ES) 
66 48.91 mes 99 cyeeeS 
67 (i BEY 41.54 UR De 
68 69.92 34.46 





Struct. Discs OF Super. 

ect tog near Or. Act: Authority Emph. 
scope a 

Leth. 1969 O2,0.60 50.41 38.24 

70 79,69 30797 39,59 

Te 96.96 62.13 41.64 

Med. Hat 1964 34.46 37599 50298 

65 33539 51.46 49.97 

66 SoeGe Oo sate D9 2) 

67 45.15 47.76 BG visa: 

68 45.63 69.575 42.28 

69 37.96 74.81 33.99 

70 35.48 07 UG 57.60 

71 46.74 tees 47.77 

Red Deer 1964 30.44 39376 40.71 

65 31.94 2p Bs 33,45 

66 pees 256 5u. 21693 

67 40.40 he epee je: A ore 

68 38.09 43.06 43.60 

69 52 oil 50.71 46.88 

70 J2vL9 58.86 ce oe 

ipa 74.24 66.66 22006 

I ters 1966 35.45 54.62 RE AT A 

67 43.65 43.82 33507 

68 46.03 60.24 CEES 

69 50.66 64.27 44.08 

70 a ee 8 Soewe ieee 

Ts aS 66.90 oe oe He, 


| SRERI Seer se eAseReNSe. 


fe a 


Se ae 


KAMBPIRGECER VAR 


e > * . » 


* 


= 
cate 
- 


tio 


™ 
™ 


be se . a 
x % 6 
Ly opal 
. -€' a, 2 - wo 
¥ 2 





at — = 
q ie Ape as a 
nh) ee 
aoe 









7-4 


od r 





Se. a: é- &> Eee Vers, Ae eee 


SURaCoRR as ahi 





SLMRSIAEEG RSS 


APPENDIX G 


MEAN FACTOR SCORES FOR EACH COLLEGE 


FOR EACH ANALYTICAL TIME PERIOD 
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MOUNT ROYAL COLLEGE 


The history of Mount Royal College can be divided 
into five major periods on the basis of the kind of governing 
body and/or legislation. Within these periods subdivisions 
can be constructed on the basis of chief executive succession. 

The college was founded in 1910 under the sponsorship 
of the Board of Colleges of the Methodist Church and the 
Principalehigro f sor..2G.a WwW: Kerby. In that year the Province 
of Alberta granted the college a charter to conduct programs 
in elementary and secondary education, music, art, drama, 
Speech, journalism, commercial areas and technical areas. 
The college opened in 1911 with 154 students registered in 
the academic and commercial departments and the conservatory 
of music.l 

In 1925 Mount Royal College came under the super- 
Vision tof the «Board lof Colleges and Secondary Schools of the 
United Church of Canada. It continued to offer the same 
programs. 

The third period began in 1931. The college 
established a university department through affiliating 
with the University of Alberta. This department offered 
first and second year arts and sciences courses. It dropped 
the elementary school program since elementary schools had 
now been established in all communities in the province and 
added vocational-technical courses in engineering. The 
college thus acquired, at this time, many characteristics 
associated with junior/community colleges. 

Between 1932 and 1941, student enrolments decreased 
Slightly. However, the college maintained its level of 
Staff and programs thus incurring financial debts.2 

In 1942, Dr. Kerby retired and was succeeded GVApr. 
John Garden, the first registered student of the college. 
Dr. Garden ramained as principal until 1959. His first task 
was to bring the college out of debt by soliciting for funds 
and by increasing the student enrolment.3 However, signifi- 
cant increases in enrolments occurred following 1945 with 
the return of the war veterans.4 For a two year period the 





Mount Royal College, Prospectus, 1959-1960. 
“opinion of R. W. McCready, personal interview, 
November, 1971. 


3p. W. McCready, Interview, November, 1971. 


4opinion of W. G. Rae, personal interview, November, 
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college overflowed into army barracks. During the 1941- 
1945 period the number of employees, particularly instructors 
initially decreased and then increased to accommodate these 
larger enrolments. The colleges structurally, showed an 
increasingly greater configuration particularly within its 
support component. This trend was partially the result of 
increasing numbers of instructors and partially the result 
of the efforts made by Dr. J. Garden towards decentralization 
through departmentalizing® and reduction of his own span of 
controls 

Between 1944 and 1950 the scope of the college 
Charter was broadened through provincial government amend- 
ments to the 1910 incorporating Act.6 These amendments 
permitted the college to add engineering courses to the 
university transfer program. 

The period from 1945-1955 was essentially one of 
Stabilization in all size and structural variables. Despite 
this stability the college, with active support from the 
community, obtained funds for debt retirements, upgrading 
instructional areas and materials, and for a building 
program.’ By 1949 an instructional centre, the Kerby 
Memorial Building, and a gymnasium had been added. 

In 1955, the college introduced a semester system. 
This coincided with a trend towards increased enrolments and 
numbers of instructors. Decentralization again increased 
along with increases occurring in the number of administra- 
tors reporting to the principal. In 1957 a wing was added 
to the Kerby Memorial Building though with considerably less 
community support. 8 

In 1959, Dr. Garden retired and was succeeded by 
DrroinehiisCobletuypethe vias thrprincipalitodservestunder a 
governing body influenced by the United Church of Canada. 
This period lasted until 1967 and was characterized by rapid 
increases in enrolments possibly resulting from the influx 
of "wartime babies," the impact of the semester system, and 
expended programs in business administration.? The numbers 
of divisions and departments, and thus administrators, 
reached an "all-time" high. The college also developed 
serious financial problems.10 In 1964, Dr. R. N. Anderson 


SMount Royal College, Calendar, 1945-1946. 


©Mount Royal College, Prospectus, 1959-1960. 
TW G. Rae, Interview, November, 1971. 
°Ibid. 
"Ibid. 
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was engaged to study the administrative structure of Mount 
Royal College. During the years 1965 and 1966, the admini- 
stration of the college was reorganized and the office of 
Principal became that of President. 

The fourth period in the history of Mount Royal 
College began in 1966 when it became a publicly-supported 
institution under The Public Junior Colleges Act. In this 
year the college affiliated with the University of Alberta 
(Calgary) which had just been granted autonomy.1!1 The name 
was changed to Mount Royal Junior College by releasing it 
from the original charter and renaming the old college Kerby 
College. The function of the Kerby College Board was to 
provide assistance to the new college. The new college had 
a board consisting of members appointed by the Calgary Public 
School Board, Calgary Separate School Board and the former 
Mount Royal College Board of Governors. The college now 
introduced an "open-door" policy, and expanded the non- 
transfer programs and courses. 

This period lasted until 1968 and was further 
characterized by the appointment in 1967 of Mr. R. McCready 
as Acting-President. The secondary school program was 
gradually phased out to be replaced by the academic upgrading 
program. This released the total staff of the high school 
division for involvement in junior college activities. 
Enrolments continued to increase though the proportion of 
students in transfer programs declined. The change in 
programs and the increasing enrolments were accompanied by a 
reduction in administrative staff and an increase in decentral- 
ized decision-making. 

In 1968, Dr. W. B. Pentz was appointed President. 
Enrolments increased even more markedly due possibly to the 
attractiveness of lower fees, the emphasis on career programs 
and the increased credibility, in the public's opinion, of 
the college now that it was under government sponsorship. 

The need for a new campus and new academic plans had become 
increasingly more apparent. The college emphasized planning 
in these directions. 

One year later Mount Royal College, along with the 
other four colleges, came under The Colleges Act. This 
marked the fifth period in the history of the college. 
Enrolments, number of employees, and number of administrators 
and instructors increased considerably. The trend towards 
increasing decentralization reversed itself. New structural 
patterns reflected in a "flatter" configuration, seemed to 
indicate that emphasis was placed upon instructional 
functions and routine procedures with a corresponding 


llaiperta Colleges Commission, First Annual Report, 
69-70, 1971:13. 


eon W. McCready, Interview, November, 1971. 
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decrease in emphasis upon administration. 

Two major features appeared to be common to each 
period of the college's history. Since its inception it has 
enjoyed good support from the City of Calgary and communities 
in southern Alberta. The Conservatory of Music, part of the 
college but independent of the junior/community college 
proper, was a significant reason for this support.13 Since 
1931 the college has maintained active affiliation with the 
college movement and, since 1945, has maintained non-formal 
relationships with specific colleges and universities in 
the United States.14 


LETHBRIDGE COMMUNITY COLLEGE 


The history of Lethbridge Community College divides 
roughly into four distinct periods. The first was from 1957 
to 1962 when the college was housed in a large secondary 
school, Lethbridge Collegiate Institute. The second was 
from 1962 to 1967 during which time it moved to its present 
Site and expanded the technical-vocational programs. The 
third period was from 1967 to 1969 when the University of 
Lethbridge was established thus reducing the need for 
transfer programs to an Alberta university. The fourth 
period began in 1969 when The Colleges Act was passed. 

In 1949 the Board of Lethbridge School District 
No. 51 explored the possibility of establishing a community 
college in the Lethbridge area. As Markle (1965) observed 
the college was developed on the basis of California models 
and, in turn, was the model upon which the other Alberta 
colleges (except Mount Royal College) was based. 

The college opened in 1957 as an extension to the 
program offered in Lethbridge Collegiate Institute with 
which the college also shared its staff. The main emphasis 
was on first-year university transfer programs. During 
this period, until 1962, the size dimensions increased 
slightly, the kinds of programs offered were limited, and 
few structural changes occurred. 

In 1958 the college came under The Public Junior 
Colleges Act and a board composed of a representative from 
each of nine school jurisdictions was established. 

In 1962, the college became established on the 
present site and continued under the same governance and 
senior administration. It continued to offer first-year 
university transfer courses until 1965 when it added 


134), G. Rae, Interview, November, 1971. 


142. W. McCready, Interview, November, 1971. 
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second-year courses. Expansion also occurred in the technical 
and vocational wal teas due to federal government assistance 
Pocuucn or Loe oy Affiliation was established with the 
University of Calgary in 1966. Enrolments and other size 
dimensions increased rapidly until 1967. Again structural 
dimensions remained constant. Also during this period the 
adult or extension-type education programs increased markedly. 
These three thrusts namely, an increased support staff, an 
increased number of programs and an expansion of extension- 
type programs were most evident after 1963 when Mr. C. B. 
Johnson was appointed chief executive officer. 

On January 1, 1967 the University of Lethbridge was 
established and absorbed the university section of the college. 
The technical and vocational section now became Lethbridge 
Junior College. However, some university preparatory pro- 
grams were retained in the School of Leberal Education. 
Articulation with the Northern Alberta Institute of Tech- 
nology and the Southern Alberta Institute of Technology was 
initiated through certain technical programs in the School 
of Technical and Vocational Education. In 1967 the current 
president; Dr. C."D. Stewart) replaced Mr. C. B. Johnson. 

For a one year period all size dimensions decreased but by 
the end of 1967 started a steady increase. 

The fourth period began in 1969 with the passing of 
The Colleges Act. In 1970 a Board of Governors of eight 
appointed members was formed. The college continued to 
expand its programs in all areas, business education, liberal 
education, nursing education, technical and vocational 
education, and continuing education. Student enrolments 
increased rapidly though the total number of employees and 
the number of administrators and instructors decreased. 


MEDICINE HAT COLLEGEt® 


Medicine Hat College began operations in 1964 and 
was established by Order-in-Council a few months later in 
Pagina, The Public Junior Colleqgeas°Act. Ineits first 
Operating year it had 97 students enrolled in one-year 
university transfer programs and housed in the Medicine Hat 
High School. The college had initial affiliation with the 
University of Alberta, Calgary and informal agreements with 
the Universities of Saskatchewan and British Columbia. In 


15) ethbridge Junior College, Faculty Handbook, 
dWLyY," 1966% 
16 


Medicine Hat Junior College, Calendar, 1965-66, 
1966-67, 1967-68, 1968-69. Medicine Hat College, Calendar, 
1969-70, 1970-71. 
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1967 affiliation was established with the University of 
Calgary. Throughout its development it maintained contact 
with Saskatchewan universities since the college, through 
its location, attracted Saskatchewan students.17 Between 
1967 and 1968 one-and two-year diploma programs were 
developed in business administration and secretarial science. 

During the initial five years the college made a 
Special effort to announce its mission to and to achieve 
an identity with its community.18 The numbers of employees 
in all categories and students increased rapidly following 
B36 Git 

The second period in the development of Medicine 
Hat College began in 1970 following the passing of ne 
Colleges Act. The board of governors was now composed of 
five appointed members instead of several school district 
representatives. Two-year transfer programs and a nursing 
program were introduced as well as a conservatory of music. 
Academic upgrading programs, combined matriculation and 
university preparation programs and extension-type adult 
programs continued to be developed. The college also moved 
to its own buildings and site. 

During the last two years enrolments and other size 
dimensions continued to increase. The increase in support 
staff occurred mainly among the custodial and maintainance 
personnel and appeared to be directly associated with the 
care of the new physical plant. 


RED DEER COLLEGE?? 


The college was established under The Public Junior 
Colleges Act and opened in September 1964 in Lindsay Thurber 
Composite High School, Red Deer. Though the board was 
composed of representatives of six surrounding school juris- 
dictions it agreed that the affairs of the college were to be 
administered by the Red Deer Public School District 104 until 
such time as the college established a permanent campus. 29 


17opinion of Dr. N. O. Matthews, personal interview, 
December, 1971. 


Brita . 


tJ Red Deer Junior College, Information Brochure, 
October, 1964. Red Deer Junior College, Calendar, 1965-66, 
1966-67, 1967-68, 1968-69, 1969-70. Red Deer College, 
Calendar, 1970-71. 


20 Rea Deer Junior College, Calendar, 1965-66. 
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The college began with approximately 100 students enrolled 
in one-year university transfer programs. In 1968 a two- 
year nursing program as well as a business administration 
program was added. In this year, too, the college moved to 
its own buildings and site. During thiss period Mr o Gi. 
Dawes was the chief executive officer of both the school 
district and the college though the college also had had a 
dean,. Mr. P. Raffa, since 1964. In 1968 Mr. Raffa became 
president and chief executive officer. 

During the period 1964 to 1969 the numbers of 
employees and students showed increasingly greater rates of 
increase. 

Pee ane) he Colleges Act, an appointed board 
of governors of seven members was established. Second year 
university transfer programs were introduced and the diploma 
programs in arts and science, business administration, 
nursing, secretarial science, social sciences and academic 
upgrading continued to develop. In 1970 Mr. Raffa resigned 
and was replaced by Dr. M. Eastman. 

Since its inception Red Deer College has been 
affiliated with the University of Alberta. 


GRANDE PRAIRIE REGIONAL COLLEGE*+ 


Unlike the other four colleges, Grande Prairie 
Regional College has shown only slight changes in the direc- 
tions it initially established. The college was established 
in 1966 under The Public Junior Colleges Act of Alberta. 
Until 1970 its governing board was composed of four 
representatives from three adjacent school jurisdictions. 

im 1970, following The Colleges Act the board became composed 
of eight appointed members, one representing each of the 
college administration, faculty and students and five 
representing the college's community. 

The college was initially housed in an eight-room 
section of the Grande Prairie High School. By 1970 it had 
expanded to facilities in four different geographical 
locations. During this period plans were being developed 
for a single college plant. From its inception the college 
has had the same president, Dr. H. N. Anderson, has maintained 
affiliation with the University of Alberta, Edmonton, has 
offered mainly one-year university transfer programs and has 
operated a residence for students living outside the city of 
Grande Prairie. 





¢serande Prairie Junior College, Calendar, 1966-67, 
1967-68, 1968-69, 1969-70. Grande Prairie Regional College, 
Calendar, 1970-71. 


































helfoins einesbsse OOL ylostsmixorggs doiw npped. ape 
-owt 5 BaCL at Bhinrpetg tetesns12 yj ieteviny 16s 
TOLORT RSS ees nentend 6 26 flow es 6 TPO pn bens 

o+ bevom apeliod eft ,cot ,1s9y eit al» .bebbs: raat mes rBC 
HH LD 2M | bobaeq eisit priiwd shies bas ae 
Loodoa eit tod to ts9itic evistuoexs teins. off BBW 29w 

5 bad bed ovals spslioo eds dpyodt spelloo ede bas Seis 
emsped stisA .uM 8eei ai bael sonte .stish ft .oM 


-1s0ltto svisuoexs Isis bas jnebleox 24 


to exsdmun ods @3el od bSeL Bot 19q edt patxwd tia.d z 
to eetsi zesteoxup yYipaiasstoni bewode ajasbuse bas assyolgme 
98591: nk 

busod betnioggs as ,to4 aepelloD arf? s9bn yOCCh mt! oe 
I6SY brroose Meee k eaee ad diediom nevea to exontevop 20 
smofgib srt boas bsovkhoisal sisw SrTpoig rwetensert: yi iersvi. uy 


SOO MOLISE oS. oy = ke i< 
,noitsrutabaimbs eeeniend .sonsice bns -etrs ni ams IPO q 
bose esonetioe Isiooe 2 toe Isfriste1rose ,pniarwn 
benpiest stisd .iM Oovel nil .qoleveb ot beynisnoo pnibsxipq ; 
easesS .M -1d yd becsiqot esw bas 


ad esd opsilod 1s90 bei noltqeonl ati sonia ad 
siredlA to ystt exevinU sit ddiw betsift th 
‘“3DaIIOD JAMOIOGH BIALAAY SGMARO 
i 7. — i 
4 [ ty Dit bh ic t allox es 


fot sedto edt sAiinv 
-o8xi! Yh paso J imo twode esd pile rp {[snoipel 
bedatilidsses esw spellion efit .bedeildsseo ylisisini +5 enot. 


StxredlA to 359A eepallod stoinut > erew ediT szsbav aaeL 
1NvO1 to Dsacgn . sod painisvop asi ovel tiga u 


-emoistorbeizyt loorive tasostis : i ‘mont ssvisssnose7qe% 
bseogmos emsctad bused eit IDA eotello? edit pniwollot ,ovel 


a 


eft to dose pnisaeas1gsi Sno ,ersdmsm betnatoqgs. digts 
evit bas etneshuse bas yd fyost coktsiteinimbs epols oD 
ot ; -Yoiaummoo «' sepslico ef? pntsneesxq Whe 
mooi-siipis ne ni beguod ylisisini ssw speilos efit ot hele 

war +i OVeL ya .feoo@ ripiH sixisxd sbns10 oft to: noitaes 

7 i | Isoidgsxpoop tnerstiib wel ni eoi3i 1362 03 bobnegy 
: witless paisd sxsw ansig boiteq eids bernie DEF: 

. ed. eds noisqeoni 23i mort .tasigq eps alpnia 
iam ese \aoe19sbad UW .H .20 ,jnsbieerq 2 
m0: inomba ,strediA to _igiesau ed se 
bas ‘ane ae Rnigeey ert Ywiarevine 16¢ eno 4 


“it ebietun | edmebute xo 


Loin 14 




















Zo0 


In terms of programs, during its first two years the 
college offered only the one-year transfer program. In 1968, 
it added a combined matriculation and university program. 
In 1969, it introduced two one-year diploma programs in 
secretarial science and business administration to which was 
added a. second year in 1970. In this year the college defined 
Ore cecal ty TtseContinuimg aout education programs. “Ttiis 
program development appears to have moved the college 
gradually towards having an "open door" policy for admissions. 

The numbers of employees and students also increased. 
However, prior to 1969 the number of college staff increased 
more rapidly than did the number of students. Following 
1969 this phenomenon was reversed. 


SUMMARY 


The time span of each college covered by this study 
is presented in Table I. Though Mount Royal College was 
established, by charter, in 1910, it achieved legislation 
to permit it to establish a junior college division in 1931 
which became operational in the fall of 1932. The oldest 
college was therefore Mount Royal and the youngest, Grande 
Prairie Regional. 


Aven ae I 
YEAR OF ESTABLISHMENT, AGE IN 1971 AND NUMBER 
OF YEARS IN OPERATION OF EACH COLLEGE 


College Year of Age in Years in 
Establishment n> By gs Operation 
Mount Royal EOS 2 39 40 
Lethbridge Community int hey 14 “Tbe 
Medicine Hat 1964 | 8 
Red Deer 1964 | 8 
Grande Prairie Regional 1966 5 6 


The historical periods identified in this review 
have been done so mainly on the basis of a change in chief 
executive and/or a change in governing legislation. These 
two dimensions have been summarized in Table II. Mount 
Royal College has had five chief executives since 1932 and 
four changes of chief executive. Lethbridge has had three 
changes. Grande Prairie Regional has had one chief executive 
since its inception. All other colleges have had one change. 
While Mount Royal College was a privately-funded college it 
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experienced three amendments to its initial charter. The 
first amendment established the junior college function and 
the other two permitted broadening of this function. The 
change to a publicly-supported institution in 1966 ensured 
the survival of Mount Royal College.22 The other four 
colleges, except Lethbridge, began as publicly-supported 
colleges under The Public Junior Colleges Act. Lethbridge 
Community College began in 1957 under permissive legislation 
and came under this Act in 1958. All five colleges were 
placed under The Colleges Act in 1969 when this replaced 
the former Act. 
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